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COMMITTEE NOTE 


Under the rules of the House of Representatives of the Congress of 


the United States, it is provided that all proposed legislation, messages, 
petitions, memorials, and other matters relating to 

* * * care, education, and management of Indians, including the care and 
allotment of Indian lands and 
which are paid out of Indian funds— 


general and special easures relating to claims 


shall be referred to the Committee on Interior and Insular Affairs 
During the 83d Congress, three subcommittees of the Committee on 


Interior and Insular Affairs, together with the full committee, have 


functioned with respect to one or more phases of legislation and admin- 





istrative matters relating to this general responsibility 

In keeping with the long-standing policy of this committee of 
bringing to the attention of Members matters directly related to the 
functions and responsibilities of the Congress, there is herewith repro 
duced a Survey Report of the Bureau of Indian Affairs, dated January 
6, 1954. 

While I am convinced that this report constitutes a sound, compre 
hensive approach to the compl x Federal-Indian problem, L should 
like to make clear that its reproduction here is for informational pur- 
poses only, and should not be construed as an endorsement of, or 


concurrence with, all or any of the conclusions reached by its authors. 
It is believed that the report’s contents will help to make clear the 
scope of operations and problems of the Bureau of Indian Affairs, and 
to assist the Congress, the Department of the Interior, and the Bureau 
of the Budget in carrying out their respective responsibilities in the 
field of Indian affairs. 
A. L. Mituier, Chairman. 


Tit 








LETTER OF TRANSMITTAL 


DEPARTMENT OF THE INTERIOR, 
OFFICE OF THE SECRETARY, 
Wash ington 2. D. C., Jan uary 12. 1954. 
Memorandum 
To: Commissioner, Bureau of Indian Affairs. 
From: Assistant Secretary Lewis. 
Subject: Reorganization—Bureau of Indian Affairs. 

On January 6, the survey team for the Bureau of Indian Affairs 
submitted its report on the Bureau, a copy of which is transmitted 
herewith. 1 find the report a thoughtful and constructive analysis of 
the Bureau organization and operations. The survey team has 
discussed the report with the Secretary and his representatives as 
well as with you and members of your staff. The report is hereby 
approved and the recommendations of the survey team are to be 
implemented by the Bureau in accordance with the following instruc- 
tions: 

1. The Commissioner should designate within 20 days one or 
more special assistants to be responsible to him for putting into 
effect the recommendations set forth in the report. 

2. Effectuation of the following reeommendations should be 
initiated by February 15, 1954, and completed as expeditiously as 
possible 

(a) Establish central headquarters of the Branch of 
Buildings and Utilities in Gallup, N. Mex., as recommended 
in the report. 

(6) Realinement of the branch organization of the Bureau. 

(c) Carry our recommendation of the report with respect 
to the consolidation, organization, staffing, and location of 
area offices. 

3. Within 90 days the Commissioner should submit to me 
definite proposals for attacking the eight special problems 
delineated by the survey team. 

4. With respect to recommendation No. 9 under Branch of 
Forest and Range Management in the report, the new Branch of 
Forestry should exercise staff functions with respect to non- 
commercial as well as commercial forests. 

In carrying out this reorganization, the Commissioner may suggest 
changes in the plan when and if necessary. However, please submit 
to me all major changes in the recommendations for approval before 
action. Minor adjustments may be accomplished by the Commis- 
sioner where in his opinion the change will have no effect upon the 
reorganization plan. 

The reorganization schedule should be so arranged as to minimize 
disruption of the Bureau’s routine activities. 
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The Bureau should have duplicated sufficient copies of the survey 
team’s report, with a copy of this memorandum attached, to permit 
the wide distribution of the report within the Department, to field 
offices of the Bureau, and to other interested parties. 

Please prepare and submit for the approval of the Administrative 
Assistant Secretarv the necessary changes to be made in the Official 
Organization Handbook. Also, please submit for secretarial approval 
the necessary delegations of authority from Washington to the field 
offices 

Please prepare a press release concerning the initiation of this 
reorganization and further releases as justified by accomplishments. 
These will be checked with my office prior to issuance, 

Please submit to me reports on the progress of reorganization each 
month beginning April 1. Additional reports may be submitted when 
specific items are accomplished, Please send a copy of these reports 
to Mr. Raymond Davis, assistant to the Secretary. 

It is indeed a pleasure to note the survey team’s fine tribute to the 
personnel of the Bureau. To this I wish to add my own appreciation 
and that of Seeretary MeKay and Under Secretary Tudor for the 
excellent cooperation of the Bureau employees at all levels in working 
with the survey team. I am certain that they will continue this 
cooperation in implementing the recommendations. 

Orme Lrwis, 
Assistant Seere tary. 

Approved: January 12, 1954. 

Raupu A. Tupor, 
Under Secre tary. 

Dovuaias McKay, 

Secretary of the Interior. 


LETTER OF SUBMITTAL 


DEPARTMENT OF THE INTERIOR, 
OFFICE OF THE SECRETARY, 
Washington 05 BP EG. January 6, 1954. 
Memorandum 
To: Assistant Secretary Lewis. 
From: Survey Team for Bureau of Indian Affairs. 
Subject: Report on the Bureau of Indian Affairs. 

As requested on October 5, 1953, we are submitting recommenda- 
tions regarding the organization and operating procedures of the 
Bureau of Indian Affairs. 

W. R. Brmuson, Chairman 

J. R. JoHNs. 

Rospert Lutron. 

GeroRGE Ropinson, Secretary. 
GreorGE W. ABBOTT. 
Newton EDWARDS. 
LAWRENCE N. STEVENS. 
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SUMMARY OF MAJOR RECOMMENDATIONS 


A. RECOMMENDATIONS AFFECTING ORGANIZATION 


1. Continuation of the area-office form of organization, which is 
basically sound. 

2. Consolidation of Window Rock area office and Albuquerque 
area Office at Albuquerque, N. Mex. 

3. Consolidation of the two area offices in Oklahoma, Muskogee, 
and Anadarko, at a central point in Oklahoma. 

4. Reestablishment of superintendencies at Window Rock, Albu- 
querque, Anadarko, and Muskogee. 

5. Consolidation at all levels of the Branches of Soil Conservation, 
Extension, and Irrigation and the Range Management activities now 
in the Branch of Forest and Range Management, into a new Branch 
of Land Operations. 

6. Reduction of the number of staff technicians at area offices. 

7. Transfer of the Branch of Credit from the Division of Resources 
to the Division of Administration. 

8. Abolition of the Branch of Management Planning in the Division 
of Administration and the establishment of an Office of Management 
Research in the Office of the Commissioner. 


B. RECOMMENDATIONS AFFECTING FUNCTIONAL ACTIVITIES 


1. The Bureau and the Department should exert every effort pos- 
sible toward obtaining increased appropriations to bring up to date 
and keep current the activities of the Branch of Land. No real 
progress can be made toward meeting the overall objectives of the 
Bureau until activities involved in land transactions are on a current 
basis. Many of the major programs of the Bureau are being severely 
handicapped in meeting their objectives due to this backlog (p. 33) 

2. The Bureau should develop a program, with the cooperation of 
Congress and the Bureau of the Budget, to accomplish early disposi- 
tion of the backlog of cases involving probate administration of Indian 
trust property. This backlog is to a large extent a result of the 
present procedure requiring the Federal Government to administer 
extremely minute estate interests where the annual cost of adminis- 
tration far exceeds individual income shares (p. 15). 

3. The program of voluntary and permanent relocation of Indians 
(Placement and Relocation) off reservations should be expanded. This 
is an effective, successful, and constructive program. While specific 
cost figures are not yet available, it is probable that the Bureau is 
expending for each Indian residing on or near a reservation annually 
as much as it would cost to permanently relocate an Indian (p. 23). 

4. With the support of the Department, the Bureau should develop 
an aggressive, well-coordinated public relations (Information) pro- 
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eran To successfully carry out its objectives, the Bureau is to a 
very great extent dependent upon public support and cooperation 
p. 1] 


5. Further construction of relatively high-cost boarding schools on 
the Navaho Reservation should be postponed. The Bureau should 
conceitrate on providing inexpensive facilities of a semipermanent 
nature that could increase the number of children in day schools in a 
omparatively short time (p. 18 

Che foregoing major recommendations are ones which, in the 
opinion of the survey team, require immediate attention. The 
following major recommendations, although of equal significance 

the total program, are ones which by their nature may require 
a greater length of time to carry out or have less effect upon the 
total program of the Bureau 

6. The responsibilities of the Branch of Health should be trans- 
ferred to the United States Public Health Service in the Department 
of Health, Education, and Welfare (p. 19 

7. Consistent standards of eligibility for health, education, and wel- 
fare services should be established (p. 21). 

8. The Bureau should make an immediate review of all existing 
reports with a definite goal of eliminating or simplifying a substantial 
majority (p. 12 

9. A concerted effort should be made by the Bureau to obtain 
additional funds to permit the marketing of mature, overripe, or 
infested timber (p. 31 

10. The Bureau should develop legislation amending the Johnson- 
O'Malley Act to permit contracting with counties for maintenance 
and construction of roads, with a contract duration limit (p. 41 





SAVINGS 


Many of the recommendations provide the Bureau with an eppe 
tunity to realize substantial savings and to provide reater servi 


with ho inere ase in cost The se economies will take many {for s 
Through organization changes there would be savings in persenne! 
costs Consolidation of several branches in Washineton and in eae! 


of the 10 area offices would eliminate a number of supervisory pe 
tions. The Buildings and Utilities Branch in Washington would b: 
merged with that activity at Gallup, N. Mex., and substantially 1 


duced. Also there would be less travel expense involved. Th 


consolidation of the Window Rock and Albuquerque area offices might 


be expected to eliminate perhaps one-third of the pesitions pres ntly 
in those two offices. A similar saving would be made from the con 
solidation of the Muskogee and Anadarko area ¢ flices In aAadith 


in each of the area offices several technical staff positions could be 


eliminated with no loss to the programs 


Other recommendations, if adopted, would place many activities 
on a more nearly self-sustaining basis. Increased fees would be 
charged for special services of direct personal benefit rendered such 
as in oil- and gas-leasing and other land transactions, the probating o 
estates, medical care for other than indigents, and thi pply Ol 


Irrigation water 

Still other recommendations would result in greater return from the 
funds that are expended, for example: Greater numbers of Naveho 
children could attend school if the Bureau concentrates on the con 
struction of types of facilities costing $800 per child instead of $6,000 


increased numbers of Indians that are helped to relocate at an initial 


modest cost could quickly become self-supporting rather than cor 


tinue indefinitely to need special services; the drastic reduction of 
reports of all types would permit a staggering number of man-hours 
to be devoted to more constructive effort. 

A final group of recommendations contemplate a transfer of various 
functional activities with resultant savings. Examples would inel 
the bringing of roads up to acceptable standards for turning over t 
counties; and the progressive transfer of extension activities to State 
extension services 

It should be understood that some of the savings such as enumerated 
above would be offset by expansion of needed services in certain fields 
such as health, education, relocation, and land transactions. Ther 
would also be some new positions created which would partially offset 
the larger number that could be abolished. 
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I. INTRODUCTION 
A. AUTHORIZATION 


By memorandum dated October 5, 1953, Assistant Secretary Orme 
Lewis appointed a survey team to study the Bureau of Indian Affairs 
and to make recommendations for a more efficient and effective organi- 
zation and improved operating procedures, with particular study to be 
given to the following: 

1. The organizational structure of the Bureau in the central, 
area, and field offices; 
2. The operating policies, standards and procedures including 
personnel, budget and fiscal control, and other staff services; 
3. The delegations and redelegations of authority; 
4. The legislative authority for the programs of the Bureau. 
This survey is one of the studies being made of the entire Department 
of the Interior in accordance with the memoranda approved by the 
Secretary on May 6 aad July 2, 1953. 


B. CONDUCT OF SURVEY 


The survey team began its study in Washington on October 12, 
1953. In order to familiarize members of the team with the general 
objectives of the survey and to obtain an overall understanding of 
the Bureau’s organization and activities, brief conferences were held 
with members of the secretariat and key officials of the Bureau in 
Washington. 

Members of the team left Washington on October 16 and inter- 
viewed Bureau employees in all area offices except Alaska. In view of 
the fact that the operations of the Bureau were not studied in Alaska, 
the recommendations contained herein are made without specific 
information regarding that area. ‘The time spent in each of the 10 
areas varied from 1 to 5 days. In most of the areas, the team also 
visited agency offices and local facilities. Conferences were also held 
with representatives of some Indian tribal organizations. ‘Time did 
not permit a complete study of all operations in all areas. 

The survey team returned to Washington on November 16 and, 
during the remaining time, conferences were held with Bureau person- 
nel, departmental employees, and representatives of the General 
Accounting Office and the Bureau of the Budget. 

All conferences and discussions were informal. No questionnaire 
was used. Employees were encouraged to speak frankly. Many of 
the recommendations contained in this report had their inception in 
the ideas of persons interviewed. All files of the Bureau were available 
to the survey team. 
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rt } 1 
Phe survey team wishes to express its appreciation to all employees 


of the Bureau for their cooperation in this study. Team members 
were particularly impressed by the generally high caliber of employees 
which was encountered. Employees evidenced a high degree of 


interest and personal devotion to their jobs. 


( PRESENT ORGANIZATION AND RESPONSIBILITIES OF THE BUREAT 


The present organization consists of 
1. The central office in Washington, including the Commis- 
sioner’s immediate staff and four divisions with branches and 
other organizational subdivisions. 
2. Eleven 


] 
office under the supervision of an area director 


urisdictional areas each administered by an area 
3. Field jurisdictions, including 
a Forty “SIX agencies An agency 1s administered by 
a superintendent who reports to an area director (e. @&. the 
Papago Agency in the Phoenix area Some agencies have 
subagencies or clistrict offices under them 
bh) Seven field offices (n area field office is a subordinate 
unit of the area office on the same organizational level as an 
agency It is administered by an administrative officer or 
other official who reports directly to the area director 
The area director is responsible for coordination and local 
policy determination e, & Sisseton area field office in the 
Aberdeen area 
c) Numerous off-reservation facilities, each reporting to 


an area director (e. ¢. Chemawa Boarding School and Tacoma 


hospital in the Portland area 


The Bure au of Indian Affairs 1s one ol the old S| Federal Govern- 
ment bureaus, having been established in the War Department in 
1824 and transferred to the Department of the Interior in 1849 
In its 129 vears the Bureau’s responsibilities and programs have varied 
in content and emphasis with such frequency that a continuity of 
organization and operating procedures has been difficult [ nlike any 
other activity of the Federal Government, the responsibilities of the 
Bureau are determined not only by congressional action but by treaty 
and moral obligations as well. The Bureau is also concerned with 
State, countv, and municipal laws and regulations which affect 
Indians as well as non-Indian neighbors 

Responsibilities of the Bureau at the present time include most of 
the services provided by other governmental jurisdictions to non- 
Indians as well as others which are not regularly provided. Among 
the activities of the Bureau are the education of Indian children on 
and off the reservations; medical and hospital care; welfare assistance ; 
law and order on reservations; management of Indian trust property; 
job placement and relocation off reservatious; extension activities on 
farm lands and in homes; construction and maintenance of roads, 
irrigation projects, buildings, and utilities; and the loaning of money 
to Indians 

As of the date of this survey, the Bureau had a total of 10,805 
full-time paid employees and 2,348 other employees (temporary 
limited, seasonal, part-time, and intermittent). Of all employees, 
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approximately 726 were paid by tribal funds. Indians represent 
approximately 55 percent of the total employed by the Bureau. 

The total appropriation from Treasury funds for the operations of 
the Bureau in the current fiscal year is $84,122,760, which is $2,957,647 
less than its highest appropriation which was in fiscal year 1953. 
Of the current year’s appropriation, $21,082,334, or 24 percent, was 
specifically earmarked for the Navaho-Hopi area. In fiscal vear 1953, 
a total of $1,416,104, was collected by the Bureau and paid into the 
Federal Treasury. 

II. RECOMMENDATIONS 


A. SPECIAL PROBLEMS 


In its study of the Bureau, the survey team found several basic 
problems which constitute serious obstacles to the realization of the 
ultimate objectives of the Federal Government in its administration of 
Indian affairs. The solution of these problems is essential to the 
achievement of maximum efficiency and effectiveness in the Bureau’s 
operations. Some of these matters will require legislative action. 
Others, however, can be solved by clear definition of policy. In 
either case, it is strongly recommended that the problem be faced 
squarely and soon and that whatever course of action is adopted, it be 
followed through to conclusion. 

The survey team is not the first to take note of these problems, 
nor is it prepared to provide the solutions. It is considered worth- 
while, however, to identify the following major problems and_ to 
make certain suggestions relating thereto. It is suggested that the 
Assistant Secretary require the Bureau to present within 90dayvs 
definite proposals for the solution of these problems. 


q. A legislative definition of who is an Indian H the leqal SENSE 8 
needed 
The survey team found that no one can answet! precisely the 
question “Who is an Indian?” Various limited (i 
such as the legal limitation that the Bureau can pay schoo 
only for Indians possessing a minimum of one-quarter degree of 


Indian blood. This problem of definition 111 olves the r lated ques 
tions of wardship or trusteeship, tribal membership, and maintenance 
of tribal rolls. The question is complex, but until it is settled by 


] } 1 
law, the problem remains open-ended and not even a gradual narrowin 


1 


of the limits of Federal responsibility will be possibl 


Consiste nt standards of eligibility 10r € lucati NL, health. ad) / w fare 
SETVICE Ss should be established 

This is related to the definition of an Indian but co ild. it is believed 

be accomplished by administrative order without additional legisla- 

tion. 


> 


o. The proble m of determining “com pete } cy of limndua Indians nee 
furthe r study 
The Bureau is handling the affairs of many completely competent 
and oftentimes financially independent Indians. The survey team 
believes that some way should be provided, by legislation if necessary, 
to enable the Bureau to turn over to such Indians the complete 
responsibility for handling their own affairs 


$2567—54— 
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The re sponsibility of Indians and others to pay for service a ee nde red 
by the Bureau should be cle arly defined 

The survey team found no consistent pattern of charging Indians 
for services rendered even in cases where Indians are financially able 
to pay, and where the nature of the service performed would indicate 
that the full cost should not be borne by the expenditure of Federal 
funds 

5. A definite schedule of transferring responsibility should be established 
by the Bureau 


The survey team believes that in certain fields of activity, such as 
extension, education, and health, and for certain geographic ¢ 


reas, it 
wo ild be desirable for the Bureau to formulate definite schedules for 
the further transfer of Bureau responsibilities to States, local govern- 
ments, or the Indians themselves. Even though such schedules were 
subject to change, it would give a clear indication to the Indians, the 
public, and the Congress that continuing efforts were being made in 
this respect 
6. The NessheBloct tino-ranns Whelation orowran be reevaladied 
Such a@ recy il ition Is d med desu ble in the licht of changed 
conditions since its inception and of the experience to date under the 


program 


j i? 


The responsib lity o the Secretary of the li terior and the Commissioner 
of Indian Atta rs / I) lia funds and properly held mn Trust 
and fol thi NE unas ad nistered by tribal ordar ations nee Is 10 
he clarified 

Where assets—either personaltv or realtv—-are involved, the 


relationship of the United States to the Indians is nominally that of 


trustee-beneficiary ln the case of a true trust, misuse or wasting of 

trust assets, or gross abuse of administrative discretion, creates 

linbilitv in the trustee: within those limits, the trustee ts permitted 

or even required —to exercise full authority and/or control over the 

trust property. In short, authority is commensurate with lability. 
2 


The Federal-Indian relationship, however, has in many instances 
been modified by legislative or administrative action in such a way 
that the gradual transfer—to tribes or individual Indians—of control 
over trust assets has not been accompanied by a proportionate 
release from abil Vy of the United States for subseq uc nt wasting or 
misuse of the trust 

Where complete control and authority for use of trust assets has 
not been retained in the United States, it would seem imperative 
that hiabilit be reduced proportionately. Where full control has 
been trai sferred or abandoned, immediate steps should be taken to 


protect the United States from liability for misuse or wasting. 


8. Vigorous aetion to pedite lhe har line of land transactions by the 
Bureau is urgently needed 
{ solution to the land problem and the associated problem of 
fractionated heirship Interests 1s a prerequisite to progress in practi- 
cally all phase sof the Bureau program, These problems are discussed 
lth nore detail In subsequent sections of this report. ) 
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B. FORM OF ORGANIZATION 


The present form of organization of the Bureau is sound Th 
present three-level line and staff organization isa propel and effective 
method of conducting the affairs of the Bureau 

The Commissioner, the area directors, and the ageney superin 
tendents constitute the line officers responsible for conducting the 
operations of the Bureau 

The staff personnel ut Washington and area offices are consultants 
planners, and advisers of the line executives. They should, of course 
avoid operating and command functions 

Wherever there is adherence to the basic and sound principles of 
line and staff organization, effective operation and coordination havi 
resulted. Difficulties encountered are due largely to a failure of staff 
officers to follow these basic precepts 


1. The central officer 
The Washington staff should be limited as much as possible to 


consultants, planners, and advisers. If this principle were observed 
more fully, it would result in a substantial reduction of the excessive 
workload now being carried by the top staff in Washington.  Reli 


from this situation should be obtained whereve! possible by a trans- 
fer of operating functions out of staff offices to line personnel, rather 
than by an increase in staff personnel, except as noted under (a 

The survey team did not attempt to make any detailed study of 
the workload of the individual staff members in the Washington offic 
However, the team finds certain conditions which need correction and 
makes the following recommendations, which it believes would lead 
to more effective operation 


(L) Provision should he n rile for an assistant to the Assistant 
Commissioner for Community Ser es and e for the Assist 
ant Commissioner for Re source S 
The pr imary resp nsibilities of these fpo en ploy es should 
include 
(1 Re sponsibility for liaison with the budget and finanes 
branches of the Administrative Division: 
(2) Within the framework of the objectives of the Bureau. to 
help plan and coordinate programs of the DD sion: and 
3 To relieve the Assistant Commiss oners of administra 
tive de tail 


Detailed work on the preparation f budgets and the allocation of 


funds requires a disproportionate amount of the time of the Assist- 
ant Commissioners. There is also evidence of a need for closer work- 
ing relationships between the Budget and Finance Branch and the 
Assistant Commissioner responsible for a program activity 


(h More autho) ity sho tld hy de li waite to the ared ¢ fi éN Q) d aden 


Many matters are coming to Washington for decision which eould 


be more effectively handled in the field There are many places 
where Washington staff officers are reluctant to give up responsibilities 


to the field This quite natural and human attitude should be resisted. 
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( The Secretary and the Commissioner should insist upon the 
assumption by top- -level administrators and staff members of 
com plete re sponsibili ty for their assigned duties and hold each 
one to strict accountabili ty for his decisions and actions 

The practice of consulting everybody about everything is overdone 
This slows down decisions and so thoroughly disguises authority that 
it tends to result in no one person being responsible for anything. 


d) As an additional aid to re sponsible officers in the Wash ington 
office, it is recommended that the re sponsibility of the proposed 
Management Research staff be extended to provide statistical 
services and control of reporting activities of the Bureau and 
the information and public relations functions 


In a subsequent section of this report, the present extremely bur- 
densome preparation and ineffective use of report material are dis- 
eussed, and a recommendation is made that the reporting activity 
should be carefully rev iewed and controlled Ne w re ports shoul | not 
be authorized without approval of Management Research. Present 
re port forms should be rey ised to greatly reduce the number of reports; 
to simplify, clarify, and reduce the content of remaining reports; to 
eliminate duplications; and to determine whether information asked 
for might be obtainable from material hiding in the archives of the 
Washington office 

The responsibility for a more aggressive and constructive public 
relations program, which is discussed in a later section of the report, 
should be assigned to this office. 

This enlarged staff should constitute a research group for the top 
management and should be attached directly to the Commissioner's 
office, to serve the Commissioner and the Assistant Commissioners in 
management planning. 


( In i uw of the eubsta? tial Amo) ts of t? ustes / MONEY AS We /] ds 
appropriated funds handled by the Bureau. the survey team 
recon mends t} establis} ment of a more effective internal 
auditing procedure respo? sible to the ¢ om MISSION er 

. } 
At present there are four auditors assigned to the Administrative 


Division. This number is not adequate to maintain current audits. 


1 Ita IS récomme? ded the it the desiqnat mm given to that part of the 
etatt referred lo ds “program divisio? he changed to **eoor 
dinating stafR”’ 


That group should be moved from its present line position, coor- 
dinated with other divisions, and made a staff office reporting to the 
(‘ommissioner 

Responsibilities of this staff should be to plan, analyze, and coordi 
nate the efforts of the Bureau to transfer its responsibilities for indi 
vidual tribes to States and local governments and to the tribes them- 


selves This staff should, nonce ener avoid any duplication 
of the necessary program planning carried on in the functional 
branches Such a coordinating staff is not believed desirable at area 


or agency leve Is 
Area offices 
The 11 area offices of the Bureau have been the subject of extensive 
discussion, and of considerable criticism, since their establishment in 
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1949. Major reasons advanced for the establishment of the area 
offices were (a) they reflected the Government-wide trend toward 
decentralization of authority from Washington to field jurisdictions; 
(b) they permitted centralization of housekeeping functions to a degree 
which justified, for example, the use of accounting methods not 
financially supportable at the individual agencies; (¢c) they made it 
possible to provide technical personnel to assist agencies, which could 
not have been financed for each ageney individually; and (d) perhaps 
most importantly, they reduced the number of field personnel report- 
ing to the Commissioner of Indian Affairs from eighty-odd to eleven 

It is unfortunate that some of the area offices were established not 
as “true” area offices but as a combination of an area staff and an 
agency staff—e. g., Window Rock, Albuquerque, Anadarko, and 
Muskogee. This combination is not administratively sound and 
should be discontinued, as recommended later in this report 

The concept of area offices was carefully studied by the survey 
team, and the conclusions reached are set forth as answers to the 
following questions: 


(a) Should they be continued? 


The establishment of area offices was an important improvement in 
the Bureau’s organization and should by all means be retained. 

Much of the criticism of the area offices which was investigated 
arose from delays which occurred, not through fault in the area office 
but rather out of the nature of the matter concerned—for example, 
land transactions, etc. The centralizing of housekeeping functions 
in area offices has in itself been a sound and economical move. 

Other criticism of the area form of organization came from within 
the Bureau and arose from incidents where staff and line functions 
were not clearly distinguished. Here again the fault is not in the form 
of organization, but in the proper use of it. 

Finally, some opposition to the area office came from community 
groups who object to them because they no longer have as direct an 
approach to higher authority as formerly. This condition, however, 
is one of its advantages. Removal from direct contact permits a 
clearer separation of line and staff and permits officers in each group 
to concentrate on their particular functions. 

With few exceptions, emplovees in the field as well as in Washington 
testified to improved operations resulting from establishment of area 
offices. 

Examples of failure to follow a clear-cut area office procedure are 
found in those places where area offices are combined with agency 
offices. Here it is almost impossible to separate line and staff fune- 
tions. Many of the difficulties found at Window Rock arise from this 
condition. The area director is handicapped by this dual role and 
by his proximity to the operating problems which he must face as 
superintendent. 

(6) How many area offices are needed? 

The survey team considered the establishment of more area offices, 
one in each State for example, exploring the idea that such a plan 
might permit closer working arrangements with State and local gov- 
ernments; however, no evidence was found that such a plan would 
materially further the objectives of the Bureau. 
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The factor of distances of agencies from the area offices as now 
located was considered, W hile in some cases distances are vreater 
than they should be for close coordination, this situation is not im- 
portant enough to warrant the establishment of additional offices to 
serve a few isolated and distant points 

The survey team considered the elimination or consolidation of 
area Offices. The following posstble consolidations were rejected 


sillings with Portland 
Minneapolis with Aberdeen 
Sacramento with Phoenix 
Window Rock with Phoenix 


In each case the factors of distance, lines of travel and communica- 
tion, natural similarities and differences of problems, possible effect 
on public relations, greater efficiency, and economies of operations 
were considered 

In general it is doubtful that anv substantial economies would be 
realized from any of these mergers Ol that Operating ¢ fliclencies would 
be improved. If the objectives of the Bureau progress in an orderly 
manner, it will be possible to close several area offices within a few 
vears, but to close or consolidate any of them now might arouse un- 
hecessary political and public Opposition and would probably set 
back the orderly accomplishments of the Bureau objectives rather 
than further them. 

Cc The Window Rock and Albuquer jue area office S 

In the Window Rock area there are special problems which require 

major consideration. The chief obstructions to efficient operation 


here Thay be stated as follows 


1) The assignment of one man to the dual role of area director 
and superintendent is unsound, and practically resulis in too 
creat a load for one man to Carry, th view of the inherent diffi- 
culties and size of the operation 

2) The subordination of the Hopi Reservation to an area 
director who is also superintendent of the Navahos increases fric- 
tion between the tribes 

3) Housing shortages and limited office space make it neces- 
sary to divide staff between Window Rock and six locations in 
Gallup which makes coordination and supervision difficult 

Lhe NUPVEY feam, thie reEeTore, recommends that the i ‘ti low Rock 
area office be moved off the reservation and consolidated with the 
Albuquerque area office mn Albuquerg li 


Housing and office space are adequate in Albuquerque. The 
\lbuquerque office presently has a relatively light workload. It is 
near enough to the reservations to make communications easy. 

Although Gallup was considered as a possible location for the com- 
bined area office, it is believed that this location would handicap 
operations because of shortages of housing and office space, and a 
limited supply of office workers. 

The team is convinced that this consolidation would result in 
substantial savings 

The director of this consolidated office should be one of the strongest 
administrators in the Bureau with broad knowledge in both staff and 
line functions 
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With the removal of the area office from Window Rock, a strong 
administrator is needed as Superintendent of the Navahos. He 
should be given ample authority and power. He should have several 
subagencies to bring closer contact with the widely scattered and 
unusually isolated Indian families. 

The Hopi Reservation Superintendent should report not to Window 
Rock but to the Albuquerque office. This Superintendent should like- 
wise be given broad authority to settle questions promptly without 
constant reference to the area office 

Such an arrangement as here suggested would help solve the 
so-called Navaho-Hopi problem 

The position of Superintendent of the United Pueblos Agency should 
be reestablished, distinct from the area director of the Albuqu rque 
area office. 

(ld) Anadarko and Muskogee area offices Oklahoma 


The survey team also recommends the consolidation of the taro 
Oklahoma area offices. to be located in the central part of the State 


The objections and criticisms made of the combined area office- 
agency organization also apply to the two Oklahoma offices. The 
team can find no compelling reasons for continuing two area offices 
in Oklahoma. It is recommended that superintendent positions be 
reestablished in the two locations where there are now area offices 
The consolidation of housekeeping and other functions would result 
in savings which would more than offset the increased cost of reestab- 
lishing the superintendent’s positions 


3. The branch form of organization 

The survey team considers the division of activities of the Bureau 
into branches a sound and effective method of distributing the work 
of the Bureau. 

At the area level there is considerable evidence that the branch 
organization has been carried too far, resulting in some overstafling 
Area directors follow too rigidly the pattern of the standard organiza- 
tion chart. There is a tendency to staff all of the boxes on the chart 
with technical specialists who handle more operating than staff fune- 
tions in some particular fields. In many cases this results m too fine 
2a degree of specialization. The work could often be better done by 
staff generalists who should direct the activities of two or more 
specialists, particularly where these activities are in related fields. 

The surve y team therefore recommends the elimination of several 
of the branches through consolidatior of allied functions and at 
the same time the transfer of some functions to other divisions. 
In order that there may be consist ney throughout the three levels 
of the organization, the S¢ consolidations and change s at the Wash- 
ington le vel, the area level, and the superinte ndents’ level are recom- 
mended. 


The survey team recommends changes resulting in the following 
branch organizations (changes from present organization are discussed 
in detail under the appropriate heading of functional activities 
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Resources 
1. Trust Property (present Branch of Land) 
2. Roads 
3. Forestry (responsibility for commercial timberlands only) 
t+. Land Operations (a consolidation of Soil and Moisture 
Conservation, Extension, Range Management, and 
Irrigation) 
Community serice S 
|. Health 
2. Education 
3. Welfare 
t. Relocation 
5. Law and Orde 


4 idn y istration 


1. Budget and Finance 

2. Credit 

3. Personnel 

+. Property and Supply (including Building Maintenance) 


This plan would reduce the number of branches in the Washington 
office from 17 to 13. At the area offices the number of branches would 
be reduced from 17 toa Maximum of i. Law and Order and Reloca- 
tion would be represented in the area office by the assistant area 
director for community services and not by organized branches. 

\t the area level it is recommended that the typical organization 
would include, in addition to the area director, an assistant area 
director responsible for resources; an assistant area director respon- 
sible for community services; and an administrative officer in charge 
of administration. This would have the advantage of carrying down 
to the area level the three major divisions of activities found in the 
Washington office 

At the ageney level, the number of branches would be reduced 
from 17 to a maximum of 10. The following organization at the 
agency would include these branches only 

Trust Property 

Roads 

Forestry 

Land Operations 

Property and Supply (including Building Maintenance) 
Education 

Health 

Welfare 

Placement 

Law and Order 

In most of the agencies some of these branches would not be neces- 
sary and the number could be reduced accordingly 

In the Window Rock Agency, it would be desirable to have the 
three major divisions as in an area office with an assistant in charge 
of each. 


Ge Mlé ral obs } vation 8 


The plan of organization deseribed above would correct over- 
staffing, which it is believed is generally found in the area offices and 
would result in substantial savings 
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In general, many staff officers are improperly devoting time to 
clerical or routine work or work that need not be done. Constant 
complaints were heard about branch chiefs having to do their own 
clerical work because typists and stenographers are not available 

Budgeting and reports consume a disproportionate amount of time 
of staff officers who should be in the field carrying out their staff 
responsibilities. 

The survey team, in concluding this discussion of organizational 
matters, wishes to call attention to another fact which should be 
constantly considered by top management: The establishment of area 
offices removed much work and authority from Washington to the 
field, bringing line and staff nearer the problems and activities of the 
agencies. This was a good move. The area-office staff must, how- 
ever, guard against a detachment that results in failure to be keenly 
aware of and sensitive to the human needs and problems of the Indian 
citizen they are duty-bound to serve 

It is important that area offices should be staffed with people having 
experience at t the agency level and that they should keep constantly 
in touch with the prob lems of the local communities by continual 
contact with them. Little evidence was found of failure in this 
regard. The area people inte - vie wed are generally experienced, well- 
informed and competent people, trying to do their best in performing 
a difficult and sometimes un: ippre ciated task. 


C. FUNCTIONAL ACTIVITIES 


1. Publie relations Information 
(a) Scope of activity 

The present Office of Information is composed of three employees 
in Washington, whose primary duties include the preparing of replies 
to the more routine and general type of inquiry received by the 
Bureau and the gathering of material to be used by the Commissioner 
in speeches and press releases. There are no employees in field offices 
having this tvpe of activity as their sole responsibility, with the single 
exception of the Window Rock area office. In that “ills one employee 
is responsible for the preparation and dissemination of material regard- 
ing the Navaho-Hopi rehabilitation program. 


(b) Recommendations 


F, The de velopment of an AQQreESsive, well coordinated, public 
relations, and information program, 


Such a program need not involve the establishment of additional 
positions. Rather there is the need for the designation of responsible 
officials in the Washington and area offices to handle this activity and 
to give it increased emphasis. 

The survey team has been impressed by the general lack of public 
understanding of either the objectives of the Bureau’s program, or the 
accomplishments of the Bureau. 

Comprehension of Bureau objectives—which frequently involves 
changes reflecting congressional mandate— quite often does not extend 
to the press, to the many organizations voicing and influencing publie 
opinion, and to the Indians themselves. 


42367—54 + 
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The team believes that many constructive and substantial Bureau 
ace ompl shments acceptable to the Indians have not been brought to 
the attention of the public, while less acceptable decisions and actions 
have frequently resulted in widespread and extremely vocal criticism 
being leveled at the Bureau 

Factual information, statistics, and newsworthy incidents should 
be made readily available for use by writers, speakers, and news- 
g agencies. More frequent press releases, press interviews, 
and greater use of civic organizations for informative talks should be 


used to amplify the present information service 


2 A continua and CIONE] relation sh pP should be de veloped with 
ad re sponsible ordani ation of th Tn hians ad} d the State governments 


Complaint is frequently heard that the Indians themselves do not 
have sufficient opportunity to participate at the time policy is being 
formulated; the States have voiced the same complaint 

1 that there be developed a more formalized 
recognition of an official eroup having both State and Indian represen- 


tation with whieh the Bureau could consult. There is in existence the 


lt is recommended 


Governors’ Interstate Indian Council having 2 representatives from 
each of the Indian States, 1 an Indian and 1 representing the State 
administration, both seleeted by the Governor It is believed that 
coordination of the program, leveloped with either this ora similar 


{ 
organization, would be most effective 


scope of aet fy 

{ reports-control procedure was manualized in September 1952 
as a result of a survey of existing reports. This survey also resulted 
in the following 


Report died 103 
Reports revised 4 
Reports abo! | LoS 
Report tiated 7 


A Bureau committee was appointed in June 1952 to review and report 


on requirements for an improved reporting system. The executive 
officer, assistant area director, and agency superintendent were 
designated as “control officers’ at the Washington, area, and agency 
organizational levels respectively The primary concern of this 


rroup is with new reports 
h Recon mendatio 


i Ri NS Pons h / [ hi the V¢ Y mw of ¢ Sting a) dl new or re wed 
reports and the CO? trol and coordinating ot all re ports should he 
li lged with the propose l Office of \Vlar ade ment Re search. 


The manualized reports-control procedure appears to have estab- 
lished within the Bureau the essential framework for this activity. 
To be successful, however, it is necessary that the authority to enforce 
an aggressive program be placed in the Commissioner’s office of the 
Bureau 
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oe The Commissioner should take immediate action to have all 
eristing re ports of the Bureau reviewed as to their form and conte? f. 
with a de hnite goal to eliminate or simpl fy a subst intial mayo? ily 


now ih Use, 


This work should be performed by 2 committee composed of 
members of the Management Research Office and those branch chiefs 
who are responsible for the substantive matter covered in the report 
Existing reports should be reviewed with a view toward eliminating 

1) unnecessary reports, (2) unnecessary sections or items in individual 
reports, (3) duplicated items, and (4) items that are of necessity based 
upon guesses or estimates 

The number of man-hours devoted to compiling reports throughout 
the Bureau is appalling. The regular reports required are in many 
Cases complicated, difficult to compile, hard to understand, and too 
voluminous to permit analysis of the information 

There is a substantial amount of duplication and a vast amount of 
material reported which is not necessary for management information 
or action Further, there is a great deal of estimating and cuessing 
involved in many of the items appearing on the reports 

The preparation of reports ts one of the most inefficient operations 
in the Bureau. Considerable funds can be saved with no loss in 


efficiency through a vigorous Compaen to ol minate lengthy hist rical 
reports that serve no management purpose. For example, in the 
Portland area, the annual report of the Branch of Forest and Range 


\lanagement, which is made by each agency, requires approximately 


360 man-hours to prepare at the agency and an estimate of 2 months 


of man-hours in making the composite report at the area office. This 
mass of minute detail is difficult to interpret and makes obseur 


important facts 

Examples of statistical detail reported to the Washington office 
are (1) quantity and value of timber cut by tree specie; (2) inventory 
of fire-fighting equipment running into several pages; and (3) full lists 
of grazing permit information 

The annual Extension report consists of nine pages of minute 
statistical detail and guesses. The degree to which they are overly 
detailed is indicated by inventory of livestock owned by Indian 
families, cattle, beef; cattle, dairy; sheep, goats, swine; broken down 
by such headings us COWS, hetfers, steers, calves, bulls, ewes, lambs, 
wethers, and rams; showing (@) beginning inventory, (6) number 
purchased, (¢) number produced, (7) number died or lost, (¢) used in 
home, by number and value, (f) sold, number and value, (g) closing 
inventory, as of December 1, and (h) the number of families owning 

This report further provised detailed statistics broken down under 
headings for quantity and value of eggs, milk, butterfat, wool, fleece, 
and hides produced, sold, and used by the Indians. This report also 
shows the quantity and value of fruit, vegetables, and meat stored, 
dried, frozen or canned 

Historical reports of this type point to an urgent need for clearly 
defined objectives and policies. Although this tvpe of information 
contained in many of these reports may serve a useful purpose at a 
local level, all too frequently such data are forwarded through area office 
to the Washington office. 
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8. Legal: E-raminers of inheritance 

Note. With the understanding that the Office of the Solicitor, 
Department of the Interior, will conduct a survey of all legal activities 
under the Department, the survey team has not attempted to inquire 
into the operation and organization of the Office of Chief Counsel, 
Sureau of Indian Affairs, or the field offices under it. 

One phase of the activities of this office studied by the team is that 
involving the probate of decedent Indians’ trust or restrictive estates, 
which is the responsibility of examiners of inheritance in the field 

(a) Scope of activity 

Under long-standing policies and procedures, the Bureau of Indian 
Affairs—in addition to its trust re sponsibility for those lands tribally 
owned has had a parallel responsibility with respect to certain in- 
dividually ‘allotted’? lands. From 1887 a policy of allocating, or 
allotting, specifically designated tracts to individual Indians was 
followed. — ily comprising 160 acres, these tracts, or “allotments” 
have been, and are, held in trust for the benefit and use of the original 
allottees, their heirs or devisees. 

Since most allotments date from many vears back, a majority of 
the original allottees are deceased; upon death of the original allottees 
these lands have descended (with attendant subdivision) to the 
decedent’s heirs or devisees. Through succeeding generations, con- 
tinuation of this subdividing process bas resulted in one of the most 
serious administrative and policy problems faced by the Bureau and 
the Congress 

Allotted Indian trust lands, according to the 1952. tabulation, 
totaled 115,130 individual tracts of land, which included in excess of 
14 million acres in 21 States and Alaska $y ownership status, these 
115,130 tracts were held as follows: 


By living original allottee 13, 537 
By other single owner 16, 919 
lointly, 2 to 5 owners 31.212 
Jointly, 6 or more owners 23, 462 


In short, more than 54,000 such tracts have gone through the process 
of subdivision of ownership as a result of death of the original allottee, 
and are therefore now in heirship status; in Bureau: parlance, the un- 
divided interests are denominated “fractionated.” 

Consequences flowing from this fractionation can perhaps best be 
illustrated by citing examples from one reservation, Which, though 
extreme, naturally result from present required procedures 

In a probated estate, the common denominator used in designe re 
the ees of the various heirs was 56,582,064,000; the interest of 
heir came to 392/29,469,825ths of the annual rental of $50. Since 
checks are usually not written for less than $1, it would take 1,667 
years before $1 rental would accumulate. 

Example: Decedent died in 1891; estate not probated until 1921. 
Approximately 100 pages of testimony were taken, with the report 
of the examiner of inheritance including an additional 250 pages. 
In the course of probate, 29 of the 58 originally determined heirs had 
died; 25 of the estates of these decedents had been probated as of the 
date of report. Appraised value of estate: $1,200. Cost to Federal 
Government of probate proceedings (not completed as of date of 
report): $2,400. Sale of estate at appraised value would result in 
some heirs receiving as little as $0.016. 
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The previous examples deal with estates involving real property 
Estates left in the form of personalty—such as individual Indian 
money accounts—provide examples indicating need for reevaluation of 
present procedures and requirements: 

Example: Indian dies, leaving 35 cents ($0.35) in individual 
Indian money account. Probate proceedings (at cost not deter- 
mined) disclose three heirs. Payments: 11 cents, 12. cents, 
12 cents. 

Example : Indian decedent leaves $30.58 Probate proceed- 
ings disclose 48 heirs. Payments: Smallest, 4 cents (2. heirs 
largest, $5.09. Cost of probate, undetermined 

Kram ple : Decedent leaves $159.31. Probate proceeding dis- 
closes 104 heirs. Payments: Smallest, 1 (1 cent); largest, $16.67 

Erample: Indian decedent’s probate shows $38.22, total of 
56 heirs. Payments: 2 cents ($0.02), to each of 10 heirs; 3 cents 
($0.03), to each of 21 heirs. Balance in amounts ranging up to 
$9.04. 

It is believed the foregoing examples support the conclusion of need 
for reevaluation; it should be borne in mind that this situation not 
only does not improve as time goes by, but rather multiplies in 
complexity. 

To handle the administration of decedent Indians’ trust or re- 
stric ‘ted estates, probate dis trict offie es have been esti ab lished inh eight 
cities, with examiners of inheritance and their staffs in such offices 
under direct administrative supervision of the Bureau chief counsel’s 
office in Washington. The appropriation for ‘‘Probate services”’ in 
fiscal vear 1954 is $121,930. 

During fiscal Vear 1953, in addition to other duties, probate per- 
sonnel concluded 1,241 original cases, acted on 33 petitions for rehear- 
ing or reopening of cases, and modified 210 modifications of prior deci- 
sions. In spite of these accomplishments the close of 1953 added 
| more year of retrogression, rather than progress, in the probate 
department. That the present organization and operation has not 
been able to keep pace with the workload is perhaps best illustrated by 
the use of readily available statistics 

Backlog figures for the close of 1952 and 1953, in the probate admin- 
istration of decedent Indian trust or restricted estates, together with 
new cases arising in 1953, and cases disposed of in the same vear, by 
district offices are as follows: 


H 
} ‘ ; ¢ I ick \ ( l 
It s( 2 ) ; 

\ 

‘ \r 
Carson ( B35 28 207 4 66 
Bil 15Y SS l RS 2 
Bis k 241 )2 } s 248 
Minne olis eit 221 2 12 
Phoenix 621 224 4 s 681 
Pj 81 44 234 70 
Portland S58 14 1X 2] 
S iwl Is IS } t 7 

l ] 2, ¢ 49 24 } 2 gS 


Includes Alaska for statistical purposes. 
? No final figures 
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As indicated, the case backlog in fiscal vear 1953 not only was not 
reduced, but increased by 308. Applying the factor of 1,241 cases 
per annum indicated by 1953 accomplishments against the 2,987 
backlog, it is readily seen that a nearly 2.5-vear backlog exists, apart 
from the annual new caseload. Put another way, present —— 
have been able to dispose of approximately 100 cases per month; 
present personnel concentrated only on backlog, 30 months’ . 
would be required, while additional new cases accumulated at a rate 
in excess of 100 per month 


b) Recommen lation 
e It is recommended that the Bureau of Indian Affairs, uith 
cooperation of the ( ONGreSS ad) nd the Bureau of the Bude jet, develo /p 
ad program to accon plish dis ‘posit ion of the backlog Of CASES un %0l ing 
probate administration of Indian trust and restricted property 
The team concurs wholeheartedly in this observation of the Bureau's 
chief counsel in summarizing this need 


Unless administrative, budgetary, or legislative action is taken to correct this 
conditior it gives every indication of becoming progressively worse The inordi 
nate delays in the distribution of a decedent Indian’s trust or restricted trust 
estates, wl are tvpically inevitable in their departmental probate, are patently 
unfair to the beirs and devisees. Publie protest would compel their correction 
the probate by State courts of the estate of a non-Indian decedent \part fron 
that fact, these delavs adverselv affeet the utilization of Indian lands, as the 
interests of heirs and devisees therein becomes increasingly fractionated, and 


increase the Bureau's problems in the administration of Indian affairs. 


Congressional insistence on early overcoming of the heirship land 
backlog is patently inconsistent with the failure of the Congress to 
allocate adeq ate funds and personnel for this purpose 

This recommendation has been phrased so as to state the end 
deemed desirable, not specific means for accomplishment. I[t ts 
believed, however, that judicious placement of additional clerical 
personnel or examiners to meet current loads is necessary. At the 
same time, special teams in the nature of “trouble shooting” ZTOUpS 


4 ‘ 


might be designated to direct their activities at erasing the backlog 
ma partic lar district, then moving on to another district for the same 
purpose. Utilization of such ad ditional | personnel, or teams, should be 
keved to the status of the overall Bureau program in the area served. 
A policy decision must be anki’ as to the extent to which the cost 
of this activitv should be more nearly met by the estate beme probated. 
\ revision of fees is indicated. Such a revision may require legislatiy 


determination 


} 4 ‘4 ¢ ‘ ] { i wn hulas 
Some special attention to one additional iaecet of this problem 1s 
ndieated: That of consolidating ownership of fractionated lands, 
ither by wreement, or Dy StatULOrV PPrOVISIONS sim lar Lo the sC 


applicable to non-Indian estates where many heirs have undivided 
interests in common real property. It does not appear that the 
Federal Government should be required—either in fairness to Indian 
tenants in common, or to the taxpavel to administer, in perpetuity, 
extremely minute estate interests where annual cost of administration 
far exceeds individual income shares 

Top Bureau personnel are not in agreement as to the degree of 


authority presently vested in the Secretary of the Interior to offer 
heirship lands at public sale. Again, a decision should be made. 
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1. Branch of Education 
(a) Scope of activity 

The responsibility of the Branch of Education is to provide educa- 
tional opportunities for Indian children of one-fourth or more degree 
of Indian blood residing within the United States and Alaska, who live 
on tax-exempt Indian lands and do not otherwise have educational 
opportunities available to them. 

In 1952 there were 22,174 Indian children of school age who were 
out of school. This figure has remained rather constant since 1900 
but on the other hand the number of pupils in school has been increas- 
ing rapidly due to the increasing Indian population. In 1952 there 
were 99,441 Indian children in the following types of schools 


1. Mission and other private schools 10. 067 
2. Indian Service schools 36. 414 
Day schools 16. 865 
19 nonreservation boarding schools, 41 
reservation boarding schools, and 380 
community boarding schools 19, 549 
3. Publie schools 52. 960 
With special Bureau financing 31. OOO 
Without special Bureau financing 21, 960 


In fiseal vear 1954, $26,227,000 was appropriated for Indian edu- 
cation, 

Responsibility for education of Indian children is being transferred 
from the Bureau to the State and local governments as rapidly as is 
consistent with mutual readiness of Indian groups and the States to 
make the transfer. By and large the In lian Bureau Is now operating 
schools only where it has not been possible to work out arrangements 
for the Indian children to attend public schools. Ninety-five per- 
cent of the Indian children in the Bureau-operated schools are from 
half to full bloods with 78 percent being fullbloods. Of the amount 
appropriated for education of Indian children, $3,179,081 is used to 
assist in the financing of public school operation where there 
special problems because of the Indian students 


«bl 


The pe rsonnel devoted LO edu ation COnNsIsts oO approximately 4.332 


including teaching, dormitory, dining room, utilities, tran portation 


and clerical personnel. This personnel is distributed as follows: 
1. Washington off | 
2. Serving bureauwide but located the field lf 
3. Area level 67 
} Agency o1 perati ( $+, 234 
bh) Reeommendations 
The survey tear bats iy endorse s] sent policy tl 
Indian ch il lyre i sh ul Ct eft / ! } Ca ubl } 
to the full st ertent po ej h/ 
ry} ° “7. 4° ] 4} 
The assimilation of Indians into the social and economic struct 
rane ; . : ' oe ] 4} ae ! ' thy: ] 
of the Nation is pemg a ‘complishe in the bes possibie way through 


Indian children receiving their education in company with non 
Indian children in public schools In line with this philosophy the 
Branches of Education and Welfare should continue their efforts to re- 
duce the number of Indian children in Bureau boarding schools by 
instances where a young child is in boarding school because he is from 


a broken home. 
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Vavaho Reservation.—Inasmuch as the education problem on the 
Navaho Reservation is a particularly acute one, the following more 
specific recommendations are made regarding this area: 


be It would appeal that the program of converting day schools to 
boarding schools should bi Ta na thorough review ammediate ly. 


Currently the most pressing need on the Navaho Reservation is for 
elementary education. Due to the consistently increasing population 
of the Navahos and increasing costs of schoo! construction, the elemen- 
tary education needs of the Navaho will not be fully met by the addi- 
tional facilities that are being constructed or are scheduled. In fact it 
appears that under the present program the number of children out 
of school will not be significantly reduced at the end of the 10-year 
period, 


> 


3. Serious consideration should be given to postponing further 
construction. of relatively high-cost boarding schools and CONCEN- 


/ } 


rad nd instead on providing NEL pe SLE facilities of ad Sé@1n1 Der- 


/ 


manent nature that could inerease the number of children in day 


echools in aa relatively short time. 


It is believed that the recent experiment with the use of trailers as 
classrooms has proven successful. Also the Buildings and Utilities 
Branch has informed the survey team that a plan has been developed 
for the construction of a simple, 30-seat day school to cost approx- 
imately $25,000. This would be approximately $800 per seat as 
compared with a cost of about $6,000 per seat for the more expensive 
boarding school conversions. It is recognized, however, that the 
boarding schools are going to be an essential part of the educational 
facilities ultimately needed. The proposed change in emphasis on 
the tvpe of school construction fits in with the program of the Branch 
of Education for more facilities near the home for those children ages 
6 to 38; next, boarding schools on the reservation for those children 
ages 9 to 12; and finally, off-reservation boarding schools for the 12- 
to 18-age group. There is already sufficient capacity in Bureau- 
operated schools on and off the reservation to accommodate ail the 
available Navaho students in the 12- to 18-age group. There are 
numerous mutual cultural advantages in having the Indian children 
attend boarding schools where they can have broader experiences 
than would be possible on the Navaho reservation. 

1 In wew of the la ge nun her of Navaho children approximately 
>) Ht) who are rece , yng iO formal education hecause of the lack of 
facilities, it is v% ry vmnp wrtant that scho is not stand idl part of the 


fear 


1 


\s a temporary expediency, s\ hedules should be worked out which 


would permit full utilization of the buildings, and teachers who are 


an vel Then 
employed on an annual basis 

Branch of Health 

a) Scope of activity 

The Bureau of Indian Affairs, as of July 1, 1953, was responsible 
for operation of 59 Indian hospitals located in 17 States and 7 u 
\laska. Gross rated capacity, all hospitals, is 3,449 beds, with 
authorized capacity (governed by available funds and_ personnel) 
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rwoul x 0 ‘ ( ! ( Ss 3 > \ 
i 369-bed Mount Eds Medical ( ry 
hospitals are « ’¢ na Ol tio? 

Genera! hospitals : rated at 2.054 beds, tul ilar : 309 beds 
orthope: ic at &6 beds Murin seal veer 19: n effecting a polier 
of obtaining equal sery s from availeble private, community o1 
other hospitals apy ) Imatel 769 lodiatr 3 WW ecnred tor on the 
average day in mn-Bureau insti ions. ‘These patients mnelude 
162 iby reulosis css ZOD 7 velietri Cases Live mS ven ral, s eal 


and obst trical Cases 


In addition to Operatlo of these health and medieal facilities for 
in-patient treatment, the Bureau provides out-patient services through 
13 health centers, and conducts a continuine disease prevention 
program for Indians throughout the United States and Alaska. 

Presently 3,270 Bure: positions are assioned to the Branch of 
Health, distributed as follows: 28 in Washington, 52 at area offices 


and a total of 3,190 at the operating level. Full-time physicians 
assigned to hospital duty total 145 of 157 hospital positions allowed 
with Bureau estimates of positions needed to fully staff and operat 
wl facilities to capacity approximating 200. 

Funds appropriated for fiscal year 1953 operations of this Branch 
totaled $21,400,000 and $2,800,000 was appropriated for hospital 
construction (Talihina Medical Center, $25,000; Tuba City Hospital, 


$1,395,000; Anchorage Hospital, $1,380,000). Funds for the Indian 
health program, for all purposes during 1953, therefore approximated 
oo”? 


27.8 percent of the total budget of the Bureau of Indian Affairs. 


(bh) Recommendations 


1. Health re sponsibilitic¢ S of the Bureau of Indian Affairs should 
be transferred to the United States Public Health Service in the 
1h partment of He alth. Education, and Welfare, including the eivil- 
SErLICt staff and full res por sibility for hospitals and other health 
facilitie Si 

Because of conditions largely beyond the control of medical per- 
sonnel of the Bureau of Indian Affairs, the present health program 
in many places is inadequate to meet the special and urgent needs of 
the Indian. The overriding consideration in endorsing the proposed 
transfer is the inability of the Bureau of Indian Affairs to attract 
and hold adequate medical personnel. The United States Public 
Health Service, if given responsibility for the Indian health program, 
should be able to recruit the necessary medical personnel with the 
advantages it can offer of a long-term career with higher pay, rotating 
assignments and grester opportunities for research and specialized 
training. It is also believed that the United States Public Health 
Service, with its specialized staff and experience, would develop a 
better overall health program for Indians and secure from the Con- 
gress any necessary additional funds. 

The survey team considered briefly the advisability of transferring 
responsibilities for education and welfare from the Indian Service to 
the Department of Health, Education, and Welfare. There is no 
difficulty in maintaining an adequate staff and doing an effective job 
in these fields as there is in the case of health. It is believed that 
a fragmenting of special responsibilities for Indian affairs at the 
Federal level would be unfortunate. The transition in terminating 


42367—54——5 
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trusteeship and Federal services to Indians must be worked out with 
each tribe and the State and community where they live. Coordina- 
tion and unity in such planning and action is essential and will be 
far simpler if primary responsibility rests in a single Federal agency 


F 


As rapidly (Ls is equitabl and feasible health services to the 
Indians should be transferred to State and local governmental agencies 
or the Indians themselves. 


The Indian Service has made some progress in this direction in 
the last few years, particularly in public-health work. Should health 
responsibilities be transferred to the Public Health Service, it is 
believed that this effort would be continued and possibly accelerated 
and that the Indians would not become permanent beneficiaries of 
the Public Health Service. 


3. The surve y team ¢ ndorses the polic y of not Ope rati ng any 
facility where local Service Ss, both hospital and ph Yysiervans, can be 
made availabli and AcCCE ssible to the Ine lians. 


This policy has relieved the Bureau of serious problems in staffing 
and operating hospitals vet provides equivalent or better service at 
no greater overall cost. Since 1951 5 hospitals have been closed and 
1 transferred for community operation. It is anticipated that in the 
next 6 months about 15 additional hospitals will be closed and another 
transferred for community operation, 


4. In the event the Congress does not pass legislation provid ling 
for the transfer of health re sponsibilitic s to the Public Health Service. 
a formal continuing contract should be entered into with that agency 
to provide all professional medical personnel, on a reimbursable 
basis, required by the Bureau of Indian . 1 ffacrs. 

5, A caret ful SUrvey should be made of Indian health needs and 
of the eristing program and plans. 


Basic policies and programs need to be re appraised. Considera- 
tion should be given to re lative emphasis on preventive public health 
work, especially in the field, and curative hospital care; much greater 
use of subprofessional personnel in nursing and environmental sani- 
tation; and the uneven devtbution of funds and health resources 
among States and reservations. The survey team received informa- 
tion which would indicate that appropriated funds were not always 
being used in the most effective manner 


6 Aggressive Ste ps should be taken, with legislative direction if 
necessary, to define and establish policies regarding a) eligibility 
for care and treatment at Bureau Ec pense; (h) determination of 
andigency; Cc schedule of fees to be pard; (d conditions and terms 
of collection of these fees. 

At present there is no clear policy covering these points and prac- 
tices vary from agency to agency. The survey team recognizes that 
amone certain Indian CTOUDS there may be some reluctance to use 
health services and in those instances care should be taken that fees 
do not discourage eligible Indians from seeking medical care. 


() Braneh ot welfa ( 
a Scope of aeti ity 
The States, wherever they have such programs, provide to Indians 
and non-Indians alike all of the social-security categorical aids of 
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old-age assistance, aid to the blind, aid to dependent children, and 
aid to the totally and permanently disabled. In addition, an in- 
creasing number of State and local governments are providing child 
welfare services and general assistance to those remaining needy 
Indians who cannot qualify for assistance under the social-security 
programs. In those States and localities where the Indian living on 
tax-exempt land weuld not receive the general assistance and social 
services that are needed, the Bureau of Indian Affairs provides the 
necessary funds and services. The tribes themselves are also meet- 
ing many of the welfare needs of their members. Fifteen of the more 
affluent tribes with substantial = itions are meeting their entire 
general assistance needs and other tribes are making some contri- 
butions for this purpose. 

The Bureau of Indian Affairs is providing general assistance to an 
annual average of 2.440 families, representing a total of 6,400 peopl 
receiving about $2,000,000. Foster care is provided for 1,700 home- 
less, neglected, and handicapped children. The social welfare needs 
are taken care of for an additional 5,000 to 6,000 children in boarding 
schools. 

There are a total of 117 positions in the Bureau for employees en- 
gaged in welfare activities of which 8 are in the central office, 24 in 
the area offices, and 85 in agenc y locations. 

The 1954 budget for the Branch of Welfare is 3,440,000. 


(b) Recommendations 

1. The survey team endorses the present policy of turning over to 
the States and counties as rapidly as feasible the remaining welfare 
activities carried on by the Bureau. 


In urging the transfer of welfare responsibilities to States and coun- 
ties, it is believed the Bureau could legitimately place more emphasis 
on the present tax contribution and legal rights of the Indian citizens. 
Although Indian trust lands are tax exempt, Indians do pay such 
other taxes as sales, income, excise, gasoline, etc., which studies have 
shown comprise a significant contribution to State and county 
revenue. It is recognized, however, that during the transition in 
terminating Federal services some equitable Federal aid in this field 
will be necessary. Also great care must be taken to see that con- 
tinuing and special consideration is given to certain older and dis- 
abled Indians who are almost completely dependent on special 
assistance now rendered by the Bureau. 


2. It is recommended that there be established standards of eligi- 
bility for receipt of assistance from the Bureau which are consistent 
with those established for health and education services 
3. Particular care should be exercised to insure that the distribu- 
tion of We lfare funds is re lated so far as possible to the anticipated 
case load. 


It appears that requests for appropriations and the allocation of 
funds to reservations for welfare purposes are based to some extent 
on historical patterns which may not be entirely valid today. There 
is a striking similarity in the allocations of approximately $100,000 
to a number of reservations in the Plains States, even though the 
Indian population varies greatly from reservation to reservation. 
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In fiscal vear 1951 a specific appropriation Was made Te toe ret 
on and placement of Indian The nitial ppropriation ot 
$279,546 was increased the following vear to S5T9O.6O00 and | 
ined nt that level for both iscal vear 1953 and 1954 
A special staff has been used to assist those fndians who voluntarils 
nt to perma inently leave the reservations but need help nnd er 
ouragement. Positions nr distributed as follows 
Central office | 
\rea level 2s 
Agency level } 
Cit elocation offies 7 


In all areas the area relocation personnel is responsible, in addition 
| | 


to their staff functions, for operations on certain reservations not 
otherwise covered. At the reservation level the staff explains oppor- 
inities to relocate in places where there is an opportunity for employ- 
ment and self-support for those with limited skills, provides counseling 
and guidance, and arranges for financial assistance for needy Indians 
ho are qualified. At relocation offices in such places as Chicago 
and Los Angeles immediate arrangements are made for employment 
\ssistance is also given in adjusting to new living and working condi- 
tions including help on housing, family budgeting and advice as to 
arious community services available. 

\ limited amount of assistance funds are available for qualified 
indians desiring permanent relocation but without resources to provide 
transportation expenses to places of oe oe Mee: and temporary sub- 
sistence until wages are received. <A total of 1,470 persons, including 
both workers and their families, were saeatiadl this type of financial 
assistance during the last vear at an average cost per person of $57.67 
excluding administrative costs. These assistance funds were ex- 
hausted in most areas before the end of the fiscal vear. A considerable 
number of additional Indians were assisted in relocating who were 
able to pay all of their own direct expenses. Records were not kept 
of the number of relocatees of this tvpe, nor of the number of depend- 
ents who accompanied them. 

Considering the total program, the placement and relocation offices 
last vear participated in the permanent employment of 2,700 indi- 
viduals, which includes 

The workers included in the 1,470 persons referred to above 
who were provided with services and with financial assistance; 
Those workers who were assisted to relocate through pro- 
vision of services, but without financial assistance; and 
3. Those workers who were assisted through services to obtain 
permanent jobs off the reservations but who had not definitely 
made up their minds to relocate permanently. 


The average cost per worker of the above three groups placed in 
permanent employment was approximately $210. This figure does 
not include the members of the worker’s family. 
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(b) Recommendations 


As one of its major recommendations the survey team urges a 
very substantial and rapid expansion of the program of voluntary 
and permanent relocation. 


Most of the reservations are greatly overpopulated, and could not 
support the present population at anything approaching a reasonably 
adequate American standard of living. Past studies indicate that the 
resources of many reservations, when fully developed, could support 
no more than 60 percent of the current population, and the Indian 
population is increasing rapidly. Also, on certain reservations there 
is a marked imbalance in the distribution of sexes and ages which will 
lead to special problems. The Rosebud Reservation in South Dakota, 
for example, has 3,360 women and only 1,800 men in the age group 
from 16 to 60. This population resource situation is not only unfair 
to the Indians but also is requiring large governmental expe nditures 
for welfare and other services and is not permitting the Indians to 
make their full contribution to the strength of the Nation. 

The team was greatly impressed with the effectiveness, apparent 
success, and constructive nature of this program. From a study of 
the record of many of the relocatees any skepticism quickly vanishes 
as to the attitudes or latent abilities of Indians to adapt themselves 
to skilled industrial jobs. There is a backlog of Indian applicants for 
relocation. Additional placement and relocation offices should be 
established to aid Indians to relocate in places where there is a demand 
for labor and where adequate housing and community services are 
available. 

While specifie cost figures are not vet available, it appears probable 
that the Indian Bureau is expending for each Indian residing on or 
near a reservation annually as much as it would cost to assist an 
Indian to relocate. Also, many of those who have relocated increase 
their income to the pomt where in a short time the income tax they 
pay would off-set the amount spent on their relocation. Indications 
are that less than one-third of those relocated are returning to the 
reservations. 

It appears to the survey team that relatively too much effort has 
been given to encouraging the Indians to become farmers and to con- 
tinuing management of Indian physical resources. More attention 
should be given to the Indians’ needs as individuals and in helping 
them earn a livelihood in much the same ways as the majority of 
American people who are working for salaries and wages in towns and 
cities. 

Also attention should be given to working out arrangements so that 
Indians who relocate off the reservation do not relinquish their share 
of tribal assets. 


a Relocation advisory staff at area offices shoul d he limited to 


two positions . 


Certainly at the present level of the program, it is believed one 
full-time staff assistant can adequately serve all area directors in the 
northern Plains States and a second the area directors in the South- 
west. Area directors located in regions where there is a high demand 
for labor can get along without this specialized staff assistance 
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Any other relocation personnel at area offices should be taken off 
staff work and assigned to the operating level either at agency or 
relocation field offices. 

3. A careful study should be made on a sampling hasis to obtain 
specific data conc rning the cost and efhective ness of the relocation 
program. 

There has now been sufficient experience to intelligently assemble the 
facts that are needed to fully justify expanding the relocation program 
Specific data are needed on the number of relocated Indians who do 
not return to the reservation within a specifie period of time and the 
number of dependents who accompany such workers. Information 
might also well be developed comparing the amount annually spent 
per capita for Indians on reservations with the per capita cost to the 
Government for each relocation and the amount of increased income 
tax being paid on the average by Indians who secure permanent Jobs, 

} Particularly on those reservations where there is a dis propor- 
fion ttely large numbe of Women, greater emphasis should be placed 
on working with the State employment services to encourag Indian 
rome? to take jobs as office worke) - dome stie workers. LUT SE s-aidle = 
an / othe / Sin lai positions for wh ich the ie iS ad very great de mand. 

5. In relocating and placing Indians diversity should be sought 
hoth as to ( if Y S and ndustr Ve ‘ 

By avoiding concentration of effort there is less likelihood of the 
relocation work being jeopardized through a strike in a major industry 
or the development of excess labor supplies in a given city. 

6 The name of the Branch of Place ment and Relocation should be 
chang / to Bran h Of} Re location. 

It is believed that there would be less confusion with the activities 
of the State employment services and personnel offices of the Bureau 
if this change in title were made. 

oo Law a) / Order 
ad Scope of activ ties 
Generally, the laws of the several States do not apply to the Indians 


on their reservations and the States lack jurisdiction to prosecute 


Indians for offenses committed on their reservations. Federal laws 
are limited in their application to Indians, being generally restricted 
LO the Mayor oft Hses The ereatl field of lesser crime is generally 
within the jurisdiction of the Indian tribes themselves. Many tribes 


have acted to establish codes of laws to regulate the conduct of tribal 
members but most generally are unable financially to carry on a pro- 
eram of law enforeement In many other instances where there are 
no tribal laws, the regulations of the Department are the sole basis 
for maintaining law and order. Thus, the maintenance of law and 
order on the reservations is a ederal responsibility in the same degr eC 
as the Federal responsibility for supplying such services as health, 
welfare and education 

The staff of the Branch includes 2 in the central office, 6 in area 
offices, and 66 at agencies and reservations (of which 12 are on a part- 
time basis), a total staffof 74. There are four major areas of operation 
of the Branch of Law and Order They are: (1 Investigation and 
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prosecution of offenses by Indians against the Federal laws, which 
include the so-called 10 major crimes and the prohibition against the 
introduction or sale of intoxicants on Indian reservations. This also 
includes the protection of Indian property, lands and other resources 
2) Cooperation with other Federal law enforcement agencies is a 
necessary operation since the entire job cannot be successfully carried 
out alone by the small staff available to the Bureau 3) The mainte- 
nance of order through the enforcement of tribal laws and departmental 
regulations in the great field of lesser crimes which are within the 
jurisdiction only of Indian courts. A major part of this area of 
Operation is crime prevention as well as enforcement of law. This 
also includes such activities as the enforcement of school attendance 
laws and community health laws. (4) The regulation of trade with 
Indians on Indian reservations which is primarily a policing function 

In recognition of the Bureau’s limited facilities to fulfill law and 
order needs, every effort has been made to encourage those tribes with 
financial resources to assume increased responsibility for this activity 
on the reservation. However, only a few tribes have been able to do 
so. Every effort also has been made to permit the assumption of 
jurisdiction over Indian reservations by State authorities where satis 
factory arrangements can be made. This has been accomplished to 
in the past the Statesof New York, Iowa, Kansas, and one reservation 
in North Dakota. The statute enacted by the 83d Congress conferred 
jurisdiction op the States of California, Minnesota, Nebraska, Oregon, 
and Wisconsin with respect to criminal offenses and civil causes of 
action committed in Indian country, excepting the Red Lake Reser- 
vation in Minnesota, Warm Springs Reservation in Oregon, and 
Menominee Reservation in Wisconsin. The same statute permits 
other States to assume jurisdiction through legislation and/or consti- 
tutional amendment 

The appropriation for the fiscal vear 1954 for the Branch of Law 
and Order is $358,400. 


(b) Recommendations 


i? The survey team recomme nds discontinuing of all la r-and-orde } 
staff positions an area office S 


It is believed the very limited personnel available for this function 
can more effectively be used at the operating levels. Bureau field 
personnel should be attached to agencies but freely transferable by 
the area directors to meet changing needs. Likewise, it should be 
understood that transfers or tempcrarv assignments between areas 
will be made at the direction of the Commissioner 


2. The Bureau should continue negotiations with the tribes 
with State and loeal qVovrernments lor | i? q towad? / as Mn pPlion oF ¢ 


and eriminal jurisdiction by the States under Public Law 280 


Few problems in the Federal-State-Indian relationship will re- 
quire greater cooperation and mutuality of understanding than law 
and order; an absolute condition precedent to good faith assumption 
of full responsibility requires acceptance by hot only the States and 
their governmental subdivision, but by the Indian and non-Indian 
public. 

In the eves of State, county, and municipal officials the problem is 
expressed in terms of increased tax burden and personnel workload ; 
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a substantial number of Indians base resistance to transfer on the fear 
that discrimination against the Indians on the part of law enforcement 
officers and the courts would result; to the survey team there is a real 
need for improvement of both civil- and criminal-law operations 
affecting Indians. While many Indians recognize that tribal courts 
frequently provide only limited, or no, civil remedies available to non- 
Indians they have not been convinced that their situation would be 
bettered by transfer now. 

That mutuality of understanding can be achieved is evidenced by 
full State assumption by several States under Public Law 280, 83d 
Congress. The Bureau must continue its efforts in this field of 
operation. 

9. Branch of credit 
(a) Scope of activity 

As of June 30, 1953, total loans outstanding to Indians amounted to 
$23 ,029,812.96, divided among four major loan activities of the 
Bureau of Indian Affairs. 

Cb Re volving loan fund Loans from this fund are made to 
Indian organizations and to individual Indians for any purpose 
which “will promote the economic development of the group or 
individual, and for educational purposes.” Indian organizations 
may borrow money from the United States for relending to mem 


bers; tribes also may borrow to finance business enterprises. As 
of the close of fiseal 1953, $10,173,745.46 in loans were ouistand- 
ing. 


(2) Tribal funds.—Advances made from tribal funds are used 
either to supplement revolving loan funds borrowed from the 
United States, or to conduct entire tribal credit programs. At 
the close of 1953, this amount totaled approximately $9,700,000. 

(3) Livestock loans.—Outstanding loans of livestock, at an 
estimated value of $65 per head, amounted to $2,126,968.75. 
The program of lending livestock is now in process of liquidation 

(4) Industry among Indians, and other miscellaneous funds 
From 1911 to 1943, inclusive, the Congress authorized appropria- 
tions in varving amounts to encourage industry and selfsupport 
among Indians, under the heading ‘Industry Among Indians,” 
totaling $7,732,200. In addition, Congress, between 1920 and 
1950, appropriated from funds held in trust more than $5 million 
for tribal industrial assistance purposes: loans were made by 
the United States direct to individual Indians, with funds so 
used supplemented from time to time with other miscellaneous 
funds. Unpaid balances at the close of 1952 amounted to 
$1,078,805.04. This loan program is now being liquidated. 


To carry on the credit program, Bureau positions numbering 50 
are assigned to this Branch as follows: 7 in Washington, 10 at ares 
offices, and 33 at agencies (18 of these positions are located in area 
offices which are combined with agencies). Total appropriation for 
the 1954 fiscal year is $323,053. 

(b) Recommendations 
1. The surve 7] team endorses the following statement of policy from 
the Annual ¢ redit Re port for the fiscal year 1958: 


Indians require financing to develop and utilize their resources both phys- 
ical and human Che eredit program of the Bureau of Indian Affairs is 
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designed to assist them in obtaining needed financit = tinuing efforts 
are being made to acquaint leaders in the areas in which the Indians live 
their need for financing and the security they mav offer for loans. 

Indians are encouraged to seek credit assistance from t 
that serve other citizens * 


f 
of 


he same istitutions 


All loans by the United States to Indians totaled $1,075,755 during 
the fiscal year 1953. Estimates indicate, however, that Indians re- 
ceived loans of more than $22,200,000 from ‘‘outside’’ sources during 
the year 1952, the nearest comparable period for which figures wer 
available. 


2. Recent revisions of the lending policies of the Bureau. which it 


1S belie ved will place th iS program on @ m uch sounder basis, inelude 
(a) revision of interest rates to a more realistic level: (b) elimination 
of the cattle le nding program loans un kin e C) a more busine sslike 
colle ction program. 


These policies should eliminate the eranting of eratuities in the 
name of loans. Where gratuities are necessary they should be recog- 
nized as such. Where loans are made they s hould be made with stri: 
accountability for repayment. 


3. Additional loans to delinquent borrowers should not be mad 
erce pt in cases where unfavorable eeonomie factors have made 
re¢ payment in possibl and where additional loans are nee ssary f 
permit repayment of the entire lean 

1. When there is clear evidence of misuse of funds by tribal 
councils or other crganizations, further advances should not be 
made until the abuses are stopped and dissipated funds restored 

a; Leg slation is needed to facilitate the cancellation of uncollectible 
loans 


0 


The secretary of the Interior should be authorized to charge off 
uncollectible loans without going through the cumbersome process of 
legislative action itemizing each individual! loan; to cancel unecollectible 
loans made by tribes; and to cancel uncollectible loans to defunet 
cooperatives or corporations. 


6. Responsibi ity of the Bureau fo? those funds be longing ia the 
tribes. and di posited in the United States Treasury needs early 
ariivation 


What is the responsibility of the Bureau as to the use of these funds 
as to the auditing of these funds, and as to the dissipation by the 
tribe of such funds? 


7. Financial aid for educational purposes generally should be 
ive non the form of scholarsh ips or grants rather than loans 


In order to encourage gry. r young Indians of proven scholastic 
ability to attend schools of higher learning, financial aid may some- 
times be desirable and coated The burden of repayment for 4 
vears’ college education is generally too great a one to realistically 
place upon a young person embarkirg on a career. 


8. Loans should not be made to tribes ha ing substantial sums of 
money to their own credit with the United States Treasury. 


With respect to such tribes, new loans should not be granted and 
outstanding loans should be repaid. 
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Q. Periodic field audit and carefui examination should be made 
of outs standing loans made by tribal councils and tribal le nding 
age neies in order to enforce a businesslike collection policy and to 
LN press Upon the tribes their responsibility for the proper handling 
of delinaue nt loans 


The cost of these examinations should be borne by the tribal lending 
organization. 


10. The Branch of Credit should be trans} ferred from the Resources 
Division to the Division of Administration. 


It is believed that credit should be more closely associated with the 
accounting and finance activities of the Bureau and that this would 
lead to more businesslike methods of collection. The resources and 
other appropriate program personnel would continue to advise as to 
the feasibility of various loan applications 
10. Branch of Soil Conservation 

(a Sco pe of activity 

The efforts of the Bureau in the field of soil and moisture conserva- 
tion are directed toward the protection of the 56 million acres of 
Indian land against soil erosion and the proper use of these lands 
accordance with sound land-use practices. The objective of the 
Bureau, working in cooperation with the Indian owners and non- 
Indian operators, is to prepare, implement, and maintain a plan of 
conservation operations on every land-use unit. The Bureau empha- 
sizes the cooperative aspect of this work and states that a contribution 
of $7 is made by the land owners and users for every $1 spent by the 
Bureau in this field. Some of the contributed funds (10 percent) 
however, are payments made by the Department of Agriculture to 
the owners and users. 

During the 1930's, the Bureau had a cooperative agreement with 
the Soil Conservation Service of the Department of Agriculture under 
which considerable work, principally surveys, was done on Tadian 
pends. However, under Reorganization Plan No, 3 of 1940, funds and 
personn | were transferred to the Department of the Interior from the 
Department of Agriculture to perform all soil-conservation work on 
Interior lands including Indian lands. This was the genesis of the 
Branch of Soil Conservation in the Bureau of Indian Affairs. 

Soil- and moisture-conservation programs are now operated on all 
of the rg Indian reservations and on most of the smaller ones, 
located 1 a total of 20 States 

‘he ‘ ils eet for soil conservation in fiscal vear 1954 is $2,671,672. 
The Bureau states that this amounts to a $13 million to $14 million 
program in view of the contributions by land owners and users. The 
Branch of Soil Conservation has an additional appropriation of 
$300,000 for weed control. 

As of the date of this eg v. the Branch has a total of 301 positions, 
distributed as follows: 4 in Washington, 28 in area offices, and 269 at 
the agency level. 


(6) General comment 
The survey team was impressed with the good work being done 
by this Branch in many of the jurisdictions visited. However, while 
not questioning the need for this work, the team concluded that, from 
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the viewpoint of a balanced program in the field of Indian resources, 
soil and moisture conservation Is receiving substantially more than its 
proportionate share of funds. The transfer of around 20 percent of 
the ‘Soil and moisture conservation” budget to the ““Management of 
Indian trust property’? budget would make a greater contribution to 
the overall Bureau program: 

It is significant to note the budgets for soil conservation during the 
last 5 fiscal vears. which were as follows: $1,252,890 in 1950, $1,561,470 
in 1951, $1,502,950 in 1952, $2,421,672 in 1953, and $2,671,672 in 1954 
The survey team believes that the substantial increases shown by 
these figures are disproportionate in the li rht ol the total lob to | 
done in the resources field. 


. ; 
(C) Recommendations 

Ms In unde rtaking soil- and moisture-conservation p? yects tor the 
be nefits of a tribe. the Bureau should ins ist that the tra by i Turn as- 
SUmMe certain re lated responsibilities, such as strict adhe rence to th 


carrying capacity of its range lands 


The team noted that on some reservations where the B reau 1s 
spending substantial sums on soil- and moisture-conservation projects 
the Indians are seriously damaging their lands through overgrazine 
This inconsistency should not be permitted to continue 
2 The Bureau sh ruld arrange jor as rap l transfer AS DOSS 


of its re sponsibilitic S in th S Tle ld 10 So1r-CONnSErrvatio? (hist) 
established Wn le? State law 


The survey team believes that in certain areas the functions now 
performed by the Bureau in this field could be transferred with mutual 
advantage to established soil-conservation distriets. Such transfes 
would constitute another means of encouraging closer association and 


cooperation between Indians and their non-Indian neighbors 


3 The pres nt polie i of pl wing a pro S70? n leases requiring 

adherence lo prope SOVA-CONSELTVATION practices iS heartily CHUOTSEA 
"™° 

by the SUPrrEY team. This policy should he continued So lond as the 


. ; 
land remains an a trust status. even though the soil-conservatiol 


actimties on a reservation are transferred to a local soil-conservatior 
district. 

. In this activity ads n esate SiON work thie Bureau should he 
certain that, in the name of demor stration. it does not do Jor I dians 
what they should lo for the n vel ES 

5. It is recommended that the Braneh of Soil Conservation, 
EK, te NSiON, and Tr igation and the Range Vlar age ment aet ; hie 8 WOW 
combined with Forestry he consolidated into a new Branch of Land 
Ope rations. 


These four branches of the Division of Resources perform closely 
allied activities all dealing with the treatment and management of the 
land. While specialists and technicians are necessary in each field, 
the work would be better coordinated and done with more economy, 
less duplication of effort, and less friction if the administrative 
direction of these activities were consolidated into one branch at all 
levels. 
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Il Branch of Fore st and Range Manage ment 
(a Scope of activity 

The 56 million acres of Indian land for which the Bureau of Indian 
Affairs has a trust responsibility include 6,200,000 acres of commercial 
timberland with an estimated volume of 30 billion board-feet, and 
10,100,000 acres of noncommercial timberlands with an estimated 
volume of 11 billion board-feet of timber. Approximately 45 million 
acres of land including 14 million acres of timberland, is suitable for 
the production of forage for domestic animals. The Bureau attempts 
to manage both the forest and range resources on a sustained-vield 
basis. The fish and wildlife resources on Indian lands also fall within 
the purview of the Branch of Forest and Range Management. 

The Bureau is responsible for the management and operation of 
tribally owned commercial sawmills on the Menominee Reservation in 
Wisconsin, the Navaho Reservation in Arizona, and the Red Lake 
Reservation in Minnesota. The output (sales) of these 3 mills totaled 
37,630,000 board-feet in. fiscal vear 1953. In addition more than 
500 million board-feet of stumpage was sold under contract on other 
reservations. 

To cover administrative costs, the Bureau deducts a percentage of 
the gross proceeds of the sale of timber which goes to the Federal 
Treasury and makes this activity self-sustaining. 

The 1954 budget for Forest and Range Management is $2,176,119, 
including $915,000 for range water development on the Navaho, 
Papago, and United Pueblos Reservations, plus $140,000 for fire 


suppression. 


The staff of this Branch, at the time of this survey, consists of 253 
permanent positions, including 127 professional personnel (S82 foresters, 
15 range conservationists). The staff is distributed as follows: 8 in 


Washington, 22 in area offices, and 223 at the agency level. Included 
in the total personnel are 27 employees paid from tribal funds. 


I 


b) Recommendations 


1. There should be immediate revision of the dele gation of authority 
with respect to gra ing pe rmits to provide for the advertising and 
approval of all perm its at the agency level, but re taining in the 
area office the determination as to carrying capacity. 


The survey team believes that the advertising and approval of 
grazing permits can be more expeditiously handled at the agency 
level, and that adequate safeguards would be maintained by retention 
in the area office of authority to approve carrying capacity. 


) 


2. The fee on grazing land permits should be raised to a figure 
which will cover the cost of a Iministering this phase of the program. 


The owners of the land are the beneficiaries of the permits and should 
bear the cost of this service. 


3. It is recommended that a firm policy be adopted requiring 
Indians, as well as Tron -Indian le. SS€€8 and permit hol lers, to observe 
the carrying capacity on Indian lands in order to obtain continued 
resource deve lopme nt be nefits on such land from the Bureau. 


Attention of the survey team was called to conditions existing in 
certain areas where continued and serious overgrazing has, to all 
practical purposes, ruined the range. In the absence of willingness 
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of users to comply with sound grazing standards, the expenditure of 
range development or soil and moisture conservation operation funds 
in such an area is unjustified and should be discontinued. 


4. It is recommended that the authority of area offices to approw 
well-drilling contracts be increased from $10,000 to $15,000. 


The survey team understands that because of increased costs, a 
number of recent well-drilling contracts have cost slightly more than 
$10,000, the maximum that can be approved by an area office. The 
increase of this authorization to $15,000 would obviate the need for 
these contracts’ being referred to Washington for approval. 


5. The revision of the three standard contract forms for timber 
sale Ss should be expedited and the new fo) ms distributed to the held 
as quickly as possible. 


The area offices have authority to approve timber sales providing 
they conform to 1 of the 3 standard contract forms and do not exceed 
15 million adie The three standard forms now in use for timber 
sales are not flexible enough and, as a result, a large number of these 
sales must be routed to Washington for approval. The team was 
informed that these forms are being revised in Washington. 


6. [ti is recommended that the authority of agency superin te nile nts 
to approve t timber sales be increased from the present 3 500 minimum 
to 5.000 board-feet. and that their authority to sell timber without 
bid be raised from $100 to S500. 


Present economic conditions Warrant upward revision of these limits. 


7. Additional funds should be provided to permit the marketing 
of mature, OvErri pe, or infe sted timber without de lay 


The team was informed that there is a substantial amount of mature, 
overripe, or infested timber on some of the Indian forest lands, inelud- 
ing the Navaho Reservation. This timber should be marketed as soon 
as possible. In view of the fact that the fees collected on timber sales 
cover the out-of-pocket costs, the appropriation would be. self- 
liquidating. 

8. It is recommended that a second shift be ope rated at the tribal 
sawmill on the Navaho Reservation. 


The operation of a second shift at the Navaho sawmill would increase 
production, permit more efficient use of the mill, and increase the 
harvesting of overripe timber. 


9. It is recommended that range-management activities be moved 
out of this Branch and consolidated with the present branches of 
Soil Conservation, E-rtension, and Irrigation in a new Branch of 
Land Operations; and that the present Branch of Forest and Range 
Management be renamed the Branch of Forestry and its funetions 
limited to commercial fore sts. 


This recommendation is based on the survey team’s belief that 
range-management activities are less closely related to commercial 
forest operations than the land-management operations of the other 
branches mentioned. See recommendation No. 5 in section on soil 
conservation. 








oe SURVEY REPORT ON THE BUREAU OF INDIAN AFFAIRS 


The survey team believes that all grazing operations, including 
those on commercial forest lands, should come within the purview 
of the new Branch of Land Operations. The necessary coordination 
between grazing and forestry operations on the same land would be 


effected by the superior officer in charge of both branches 


( General comment 


1) The survey team seriously questions the advisability of 
additional capital investment in another sawmill on the Navaho 
Reservation, for the following reasons: i) the marketability of 
the stumpage as such at a satisfactory price; (i1) the fact that 
lumber manufacturing is either a ‘feast or a famine’ business; 
and (iil) the fact that the additional timber available for market- 
ing, being located in rough mountain country, would be much 
more costly to log than that on the Fort Defiance plateau and 
would require the expenditure of large sums of money for access 
roads 

2) Although recognizing that it is primarily a tribal matter, 

the survey team believes that all individual Indian grazers should 
ber ‘qulre d to pav a fee to the tribe for the use of tribal lands. 

i2. Branch of Land 
a) Scope of activity 

The Branch of Land is the real-estate office of the Bureau. It is 
concerned with land transactions of all kinds, including patents in fee, 
trust patents, sales, consolidations, rights-of-way, ond business, 
ericultural, and mineral leases. This Branch is also concerned with 
land records and land claims, the protection of Indian titles, the proe- 
essing of attorney contracts, and the enrollment of tribal members 

The Bureau administers the Federal Government's trust responsi- 
bility over some 56 million acres of Indian land. This total includes 
2 million aeres of tribal land (held in trust for Indian tribes) and 
14 million acres of allotted land (held in trust for individual Indians 
In addition, the Bureau is charged with the administration of 2,800,000 
neres of federally owned land, tneluding 130,000 acres of administra- 
ive sites and 414,000 acres of submarginal land purchased by the 
Federal Government during the 1930's 

The land is located in 26 States and Alaska. Acreage by State 
varies from 3,476 in lowa to more than 19,500,000 in Arizona. <A 
very large proportion of the land is in the 17 Western States. 

Land held in trust by the Federal Government cannot be sold or 
otherwise alienated except with the approval of the Secretary of the 
Interior or his authorized representative. The Secretary’s authority 
to approve patents in fee and sales has been delegated to the Com- 
missioner of Indian Affairs and redelegated by him to the area 
directors 

The title to a large percentage of the allotted land is shared by 
many owners as a result of the death of the original allottee and of 
deaths among his heirs. This “heirship’’ problem is a serious obstacle 
to the proper management and use of large blocks of Indian land. 
The problem is discussed in more detail in the seetion which deals 
with probate activities 

Mineral exploration and development on Indian lands have in- 
creased tremendously during the last decade. In fiscal vear 1953 


1) 
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the net income to Indians from mineral leases on Indian lands, tn- 
cluding bonuses, rentals, and royalties, amounted to $23,650,000, an 
increase of nearly 400 percent in the last 6 years 

The budget for the Branch of Land is included under the eategory 
“Management of Indian trust property’? and amounts tn fiseal vear 
1954 to $1,224,170, which includes $665,457 for land management and 
$558,713 for general trustee services. 

The staff of the Branch of Land at the time of this survey com- 
prises 127 positions paid from Federal funds, distributed as follows 
20 in Washington, 14 at area offices, and 93 at the ageney level. The 
93 positions shown at the agency level inelude the 52 positions in the 
Albuquerque, Anadarko, Muskogee, Juncau, Sacramento, and Window 
Rock area olfices. 

h Gene ral comment 


One of the most important and certainly the most difficult of the 
problems facing the Bureau concerns the activities of the Branch of 
Land. Many of the complaints directed at all levels of the Bureau 
by Indians, by non-Indian users of the land, and by Members of 
Congress have their origin in this field of activ It\ 

The survey team wishes to emy yhasize its firm conviction that 
without a more concentrated attack upon this Indian land problem, 
no real progress can be made toward meeting the overall objectives 
of the Bureau. 

The backlog of more than 11,000 land transactions —exclusive of 
probate cases constituting more than a year’s work of the existing 
staff in many locations, gives ample statistical evidence of the inade- 
quacy of funds allocated to these activities. For a number of years, 
Congress has not allocated sufficient funds to handle current cases, 
not to mention reducing the backlog. It is an unfortunate paradox 
that the Congress on the one hand increasingly demands action on 
land transactions and on the other refuses to allocate funds adequate 
to handle the ever-rising volume of work. 

The increased workload has resulted from several factors, including 
a) the almost complete reversal and liberalization of policy with 
respect to patents in fee and sales of Indian land; (4) the increasing 
demands for Indian land at relatively high prices; and (¢) the dis- 
covery of oil on Indian lands in the Williston Basin, of uranium on 
Indian lands in the Southwest, and of the growing pressure upon all 
of our mineral resources. The funds and personnel to handle this 
work have fallen far behind the workload 

The survey team noted that either nominal fees or no fees are 
charged for services performed by the Branch. 

(c) Recommendations 
1. The surve y team recommends that the Bureau and De partment 


erert every possible effort toward obtaining increased appropriations 
to place and keep activities of this Branch on a current basis. 


The survey team believes that the importance of bringing the land 
work up to date cannot be overemphasized It should be made 
abundantly clear at every opportunity that the solution of the land 
problem is basic to attaining the objective of the overall Bureau 
program 
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2. There is an urgent need for a clear statement of policy regarding 
the management of Indian trust property. 


This statement of policy should be flexible enough to provide for 
the quite different circumstances found at the various reservations 
The status of the land, the economy of the Indians, and other variables 
would all, of course, require consideration. 


3. It ww recommended that an approach to the heirship land 
proble Mr be agreed Upon, legislation obtained if necessary, and the 
nece ssary funds appropriated to do the job. 


The heirship land problem requires a disproportionate amount of 
time and effort on the part of the Bureau personnel. The survey 
team has heard several suggested approaches to this problem which 
appear to have merit. While the team has not had time to study 
the problem in detail and cannot therefore recommend a specific 
method of attacking the problem, it does believe that it can be solved 
through concerted effort. It is recognized that any solution will be 
expensive but it is clear that it will be even more expensive each 
month that passes. 

4. The Bureau should he given authority to establish and chare ge 
realistic fee 8 for the handling of land transactions. 


The survey team believes that this tvpe of activity should be largely 
self-supporting The fees now collected do not nearly cover the costs 
of this activity. 

5. It is recommended that the Bureau be give n authority and 
funds to employ outside appraisers when they are needed, 


The team was informed that some aspects of the landwork ar¢ 
hampered by the cumbersome procedure now required to obtain 
approval for the employment of outside appraisers and by the limited 
funds available to pay them 


6. It is reeommended that area office s be de legated greate! author ity 
with re age to oil and gas leases to cover (a) the approval of advertise- 
ment, (b) the award of bids. and (e) the approval of leases, bonds 
assignments, and cancellations. 


The survey team was informed that greater delegations have been 
under consideration for 2 years. The team believes that immediate 
attention should be given to this delegation. This type of activity, 
which brings in hundreds of thousands of dollars annually to the 
Indians, is one which the team is especially convinced should be made 
self-supporting through the charging of realistic fees. 

7. Consideration should be ive n to the remsion of the contract 


forms used in oil and gas leasing in order to provide greate r flex- 
ibility in negotiating such leases. 


It is belie - that the present standard provision of one-eighth 
royalty plus bonus payments is unduly restrictive and that there 
should be freedom to contract for one-sixth or one-fourth royalty as 
well. In an area of production, a larger royalty with a smaller bonus 
can be substantially more lucrative to the landowner. 
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S. It is recommended that the name of the Branch of Land be 
changed to Branch of Trust Property. 


lhe proposed new name would more accurately reflect the Branch’s 
true function and distinguish it from the land-management functions 
performed by the Bureau. 
9. Consideration should be given to transferring the agricultural 
and busine ss-leasing activities of the Branch of Land to the proposed 
new Branch of Land Operations. 


In the section on soil conservation, it is recommended that the 
Branches of Soil Conservation, Extension, and Irrigation and the 
Range Management activities now combined with Forestry be con- 
solidated into a new Branch of Land Operations. This reeommenda- 
tion is made on the grounds that these four branches perform closely 
allied activities all dealing with the treatment and management of 
the land. It is quite possible that agricultural and business-leasing 
activities now in the Branch of Land are more closely related to land 
operations than to real-estate operations and should therefore be 
transferred to the new Branch of Land Operations. While the 
survey team did not go into this question of leasing in sufficient 
detail to permit it to make a firm recommendation, it believes that 
the possibility of such transfer should be considered by the Bureau 


13. Branch of Extension 
(a) Scope of activity 

The purpose of the Branch of Extension is to assist Indians in (1 
the development and proper use of their resources through improved 
farm and livestock management practices, and (2) the improvement of 
living conditions through proper home management practices. The 
work includes assistance in animal husbandry, agronomy, horticulture, 
disease and pest control, home extension.and 4-H club activities, home 
and farm demonstrations, and the purchase and marketing of agricul- 
tural products. 

The extension activities of the Bureau are similar to those of the 
extension services now operated by the States in cooperation with the 
Department of Agriculture. The Bureau emphasizes, however, that 
the two services are not exactly the same, inasmuch as the average 
Indian, because of language and educational handicaps, requires more 
individual instruction and assistance than the average non-Indian. 
For this reason, the two services use generally different techniques in 
their work. 

The need for this special extension service by the Bureau is gradually 
diminishing, however, at is expected to disappear completely within 
the next decade, except in a few areas where special conditions prevail, 
such as the Navaho Reservation 

The Extension budget for fiscal year 1954 is $1,282,822. 

At the time of this survey, the Branch of Extension has a total of 
163 positions distributed as follows: 6 in Washington, 13 in area offices, 
and 144 at the agency level. There are, in addition, 14 extension 
positions provide d for by contract with St ates. Home demonstration 
agents comprise 18 of the total personnel. 
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(b) Recommendations 


1. /t is recommended that the extension activities of the Bureau be 
transferred as rapidly as possible to State extension services. 


Inasmuch as States now receive Federal funds based on their 
entire rural population, including Indians, there is considerable 
justification for the States’ assuming greater responsibility for the 
[ndians under existing extension programs. 

It is recognized that transfer of extension activities will need 
to be accomplished on a selected basis as both the Indians and the 
State extension services become prepared for such transfer. As has 
already been done in some areas, such transfer can be accelerated in 
certain Instances by means of a Federal contribution. However, the 
team favors a time limitation on such contribution which, the team 
understands, is now written into contracts covering such contributions 

If proper arrangements can be made with the Department of 
Agriculture to administer the Indian Extension Service in line with the 
foregoing recommendations, such transfer might be desirable. It is 
important, however, that the peculiar requirements of several of the 
reservations be taken into consideration 


eae Vlore emphasis should be placed Upon the work of the home 


d-monstration agents. 


It is believed that in terms of lasting value to the Indians being 
served, the work of the home demonstration agents is very effective 
and deserves strong support of the Bureau at all levels. 


o. The Bureau should quard against the te nde ney of some 
Eertension pe rsonnel in the field to undertake activities which 
incre (S¢ the Indian's de pe nde nce Upon the Bure au, 


Care should be taken to distinguish between demonstration and 
education on the one hand and actual performance of the Indian’s 
work for him on the other hand. 


4. It is recommended that the Branches of Extension, Soil Con- 
servation, and Irrigation and the Range Manage ment activities 
now combined with Fore stry by consolidated into ad new Branch of 
Land Ope rations. 


See comment on recommendation No. 5 in the section on soil 
conservation. 
14 Branch of Iri gation 

(a Sco pe or activitie g 

The Bureau of Indian Affairs is responsible for the protection of 
Indian water rights and the supervision, operation and maintenance, 
improvement and development of Indian irrigation projects and related 
power systems. There are at present some 60 authorized and existing 
irrigation projects and 3 power systems on Indian reservations located 
in 13 States west of the Mississippi River 

Based on Bureau figures, the total area under constructed irrigation 
facilities as of July 1, 1953, was 848,880 acres (574,755 Indian-owned ; 
274,125 non-Indian-owned), which includes subsistence garden tracts 
of a few acres, and major projects, such as the San Carlos project, 
Arizona, of 99,998 acres; the Flathoad project, Montana, of 108,580 
neres; and the Wapato project, Washington, of 126,406 acres. The 
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development of all ultimate project acreages would provide irrigation 
facilities for an additional 901,900 acres of land (722,501 Indian: 
179,399 non-Indian) at an estimated cost, starting with this vear, of 
$365 million. 

In view of recommendations which follow, it is believed the following 
figures on irrigated Indian land use as of June 30, 1952, are significant 


(a) Tribal lands. There are 150.747 acres of tribally owned 
irrigated farm lands of which 101,409 acres were farmed by 
Indians, 29,743 acres were farmed by non-Indians, and 19,595 
acres were idle. 

(b) Individual lands.—There are 386,024 acres of individually 
Indian-owned irrigated farmlands, of which 98,981 acres were 
farmed by Indians, 209,935 acres were farmed by non-Indians, 
and 77,198 acres were idle. 


To carry on its responsibilities with respect to irrigation, the Bureau 
has a total of 955 positions, consisting of 642 permanent positions and 
313 temporary a seasonal type positions. Of the total positions, 
7 are located in Washington, 32 in area offices, and 916 at the project 
or agency levels. Of the 916 positions located at the project or agency 
levels, 534 are irrigation operation and maintenance positions (includ- 
ing ditchriders), 139 are power operation and maintenance positions, 
and 243 are irrigation construction positions. 

During the fiscal vear 1953, $2,108,358 was collected from the water 
users for irrigation Operation and maintenance of the various projects; 
$1,557,071 was collected from the sale of excess power for the operation 
and maintenance of the power systems; and $854,000 was appropriated 
by the Congress to provide funds for operation and maintenance for 
Indian-owned lands where the Indians are financially unable to pay 
such costs. Of the $854,000 appropriated by the Congress, $145,990 
is nonreimbursable and represents obligations of the Government 
covered by acts of Congress and agreements with the Indians; and 
the balance of $708,010 is reimbursable and constitutes a lien against 
the lands benefited. 

In addition to operation and maintenance funds, $4,940,000 for 
construction, extension, and improvement was appropriated by the 
Congress for the fiscal vear 1953. 

The appropriations for irrigation in fiscal year 1954 are $3,500,000 
for construction and $854,000 for maintenance 

Total Federal investment in Indian irrigation physical works at the 
close of fiscal vear 1953 was $91,185,143; a total of $4,148,580 for 
construction costs has been reimbursed as of the same date, with a 
balance of $87,036,563 to be defrayed under the authority of the 
Leavitt Act of 1932 

(ec) Recommendations 
1. It is recommended that the Leavitt Act of 1932 be amended to 
(a) Provide for assessment and collection of construction 
charge S On irrigated Indian lands leased to non-Indiar S; such 
charge s should be at annual rates consistent with gene ral re peay- 
ment schedules under the Federal reclamation laws 


By congressional action in 1932, collection of construction costs 
assessable against any Indian-owned lands within Federal irrigation 
projects are deferred until Indian title in such land has been extin- 


Ge 
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guished. Such deferment was apparently based on the conclusion 
that Indian irrigation beneficiaries in wardship status could not meet 
the economic burden of construction charges. It was anticipated 
that extinguishment of Indian title would occur when, by accultura- 
tion and improved economic status, Indian operators could proceed 
independently of this assistance. 

Present circumstances, however, indicate that the 1932 deferment 
rule should not apply universally; this is particluarly true with respect 
to those areas where a substantial portion of irrigated Indian lands 
are utilized by non-Indian operators and where rentals flow to absentee 
Indian owners. Twenty years of experience in this matter should 
indicate the extent to which Indians are able or willing to adapt 
themselves to irrigation farming; where successive 5-year leases for 
use of such lands by non-Indian operators have been made, it does not 
appear that the deferment rule should apply today. 

Protection of the welfare of aged or otherwise incapacitated Indian 
owners of irrigated lands should be assured so that application of the 
step here suggested would not work to their detriment. 


b) Permit negotiation by the Secretary of contracts for re- 
payments of construction costs where Indians affected are 
agreeable, even though Indian titlh to lands involved has not 
heen extinguished, 


In some of these areas where Indian-irrigated lands are used 
primarily by Indian operators, it appears that maximum development 
activity has been retarded by deferment of payment of construction 
costs and the consequent unwillingness of Congress to appropriate 
construction funds without a foreseeable reimbursement date. 

It is therefore believed that statutory authority for negotiating 
repayment agreements should be given the Secretary of the Interior 
so that Indians desiring to participate might do so. 

2 Operation and maintenance charges on Indian irrigation 
projects should be adjusted to more nearly approximate actual costs. 


Under present policy annual charges to meet the cost of operation 
and maintenance of Indian irrigation projects are assessed and col- 
lected as a part of the Bureau program. However, such operation 
and maintenance collections are not sufficient to meet actual costs, 
and have not been for a number of vears. Again, the survey team is 
persuaded that the historic reason for underassessment is no longer 
universally applicable. Particularly is this true with respect to non- 
Indian-operated lands. It is recognized that such adjustment up- 
wards may have to be made on a schedule which will not unduly 
discourage continued operation by Indians affected, and that 
emergency conditions should provide for short-term deferment of 


] ; 
colle ections. 


3. Where irrigated project lands are tribally owned, it is recom- 
mended that the tribe make collection of water-user charqe 8. 


Under Federal reclamation law, participating water users’ organi- 
zations are responsible for payment of annual operation and main- 
tenance charges to the United States; in turn the contracting water 
group collects from individual users. 





Coe 
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It is believed that the same rule with respect to tribally owned 
India. irrigated project lands should be applied. At Navaho, for 
example, all irrigated lands are owned by the tribe with land boards 
making assignments to individual Indians. Collection of operation 
and maictc.ance charges and keeping of the individual water-uset 
accou:*ts would provide valuable training for the tribe in the direction 
of assu'rption of full responsibility for the operation and maintenance 
of the I-dian irrigation projects; at the same time, direct annual pay- 
ment of the operation and maintenance charges by the tribe would 
simplify collections and reduce demands on Bureau personnel. 

{ Only realistic economic farm-unit ACrEQAQES should he « stablished 
on Indian irrigation projects now under construction or to be devel- 
Ope ! in the future a whe rever possible, prese? f noneconon i€ fa m 
unit should by merged or consolidated either h / purchase. Or re- 
assignment and consolidation. . 


p 


\ problem of sizable proportions is presented by the desire for 
development of widespread ownership of Indian irrigated lands on 
the one bend, and the requirement that only realistic economic units 
be assit:;ced on the other. Too great emphasis on the former has 
resulted in the establishment of many small, noneconomic units, 
with attendant economic failure and discouragement of continuing 
in future farm operations. 

\ggressive policy should be formulated to effect formation of 
larger and more economic land units through purchase-exchange 
activities on both individual and tribal bases, for resale to individual 
Indians. .As more irrigated lands are developed on tribal acreages, 
the assignees on present irrigated areas should be reassigned to larger 
units; areas thus released might then be combined and reassigned as 
a larger farm unit. 

Figures tabulated at Window Rock indicate the minimum economic 
farm unit should comprise 60 to 70 acres for the Shiprock division 
Navaho project; plans for future development on 40-acre-unit bases 
should be revised accordingly. 

5. The team recommends that transfe r of the Ie sponsibility for 
Indian ir Ligation matters from the Bureau of Indian Affairs to the 
Bureau of Reclamation not be effected at th is tin €. 


Krom time to time in the past question has been raised as to the 
advisability of transferring to the Bureau of Reclamation the func- 
tions and responsibility of the Bureau of Indian Affairs with respect 
to irrigation of Indian lands. Chief argument in support of such a 
transfer turns on the assertion that the Department of the Interior, 
in the Bureau of Reclamation, has an agency staffed with technical 
and administrative personnel quite adequate to absorb the duties of 
the relatively much smaller Indian Irrigation Branch; further, that 
while the former is exclusively an engineering organization, the latter 
provides only ancillary service within general Bureau of Indian 
Affairs functions which at best “duplicate”? those of Reclamation. 

Review of factors touching on proposed transfer has led the survey 
team to conclude that it should not be effected at this time. It is 
not believed that sufficient justification for such transfer is indicated 
either in the form of greater efficiency or economy of operation. It 
does not appear that the Bureau of Reclamation is presently geared 
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to either development, or operation and maintenance, of the small 
projects generally typical of the Indian irrigation program. At the 
present time, larger projects requiring technical competence and 
special attention not available in the Bureau of Indian Affairs are 
referred to the Bureau of Reclamation. 

Further, operations on a basis of deferred repayment of construction 
costs require direct attention of personnel familiar with Indian opera- 
tions and would be foreign to traditional Reclamation practices. 

Finally, until development of fundamental policy for the handling 
of all Indian resources, including irrigated lands, such transfer would 
be premature. Concurrent with removal of lands from deferred 
reimbursement status, and the gearing of Reclamation operations to 
small projects activities, transfer of such responsibility should be 
effected. 

The problems posed by collection of even operation and maintenance 
charges for fractionated lands is only one additional argument against 
present transfer. 

15. Branch of roads 
(a) Scope of activity 

The Bureau of Indian Affairs presently has responsibility for main- 
taining approximately 19,000 miles of roads and trails. Of this total 
the Roads Branch classifies more than 9,500 miles as being substandard 
and estimates a requirement of $90,132,000 to bring these roads up to 
standard. Field officials also estimate that there are more than 3,385 
miles of needed new roads estimated to cost in excess of $52 million. 

Roads and trails maintained are located in 24 States and range 
from 5,394 miles in Arizona to 23 miles in Michigan. The Navaho- 
Hopi Reservations alone have more than 2,700 miles of roads and 
trails. 

As of the date of this survey this Branch had a total of 201 classified, 
full-time emplovees distributed as follows: 4 in Washington, 20 in 
area offices, and 177 at the agency level. There are also 175 Wage 
Board emplovees at the agency level. In addition, there are from 
3,000 to 5,000 Indians employed at road work on an intermittent 
basis during a typical year with the top figure for any one year more 
than 8,000. 

The 1954 Appropriation Act provided a total of $6,020,000 for 
roads, of which $4,000,000 was for construction and $2,020,000 for 
maintenance. The Navaho-Hopi road construction program was 
allotted $1,330,000. The remainder of the construction funds was 
programed principally for improving roads under county takeover 
agreements. 

(b) Recommendations 

1. The survey team strongly endorses the present program of bring- 
ing roads on Indian reservations to local, county, and State standards 
to facilitate agreement for transfer to those governments. 


Mileage of primary and secondary roads for which the Bureau of 
Indian Affairs is responsible has been reduced by approximately 
1,000 miles in the past 2 years through (a) reevaluation of road needs 
on given reservations, and subsequent remapping of proposed grids 
through negotiation with tribes, and (6) improvement of existing roads 
to prepare for transfer to counties 
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It is recomme nded ths at both approaches continue to receive em- 
phe isis and that careful current evaluation of long-range needs be made 
in advance of initiation of actual projects. 


2. It is recommended that the Bureau deve lop legislation amend- 
ing the Johnson-O' Malley Act to permit contracting with counties for 
maintenance and construction of roads, with a contract duration 
limit. 


Team study has indicated that the process of bringing existing roads 
up to standard and then in effect transferring title to counties or 
States, may not be the sole solution to the road problem. It is felt 
provision for contracting for such services under Johnson-O’ Malley 
type contracts might well (a) effect actual dollar savings; (b) reduce 
personnel requirements, particularly in remote, or widely separated 
areas of responsibility; and (¢) remove a possible obstacle—because of 
expense involved—for those tribes who might otherwise desire to 
manage their own affeirs. It is recommended that the Bureau 
develop legislation to establish such authority, to include a contract 
duration limit. 


a It is recommended that the Bureau submit for consideration of 
the Congre SS a long-range coordinated program which would permit 
greater continuity of appropriations. 


Early notice of a “firm” figure for the budget year would help 
greatly in efficient planning and operation. It is recognized that the 
historic congressional approach—that of earmarking funds for specific 
“local”? projects—will continue to hamper long-range planning until 
the broad approach is employed. 


Clarification of policy is needed unth re Spe ct to construction- 
maintenance agreements made with States and counties where 
sufficient funds are not available for early execution. 


Policy should insure that (1) reements are not made which 
cannot be carried out and which woul l thereby injure the bargaining 
position of the Federal Government; (2) that all such agreements are 
in accord with overall policy of transferring Indian Bureau functions to 
other governmental units or to the Indians themselves; and (3) that 
funds earmarked for “Benefit of the Indians” are not actually expended 
for the primary benefit of a few non-Indians located on scattered 
tracts within the general Indian area. 


1a 
] 
i 


5. The Bureau should take steps necessary to obtain a determina- 
tion of the nature and extent of the authority of the United States to 
convey easements, or rights-of-way over Indian lands. 


It is apparent that an early determination is needed of the authority 
of the United States, through the Secretary of the Interior, to convey 
easements, or rights-of-way for road purposes. Considerable con- 
fusion now exists as to what conditions precedent to transfer to States 
or counties must be fulfilled without creation of liability or obligation 
on the part of the United States. For this reason these governmental 
subdivisions are at times reluctant to proceed with negotiations aimed 
at effecting such transfer. 
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16. Braneh of Dp rsonnel 
(a) Scope of activity 

Employment in the Bureau for October 1953 totaled 13,153 (10,805 
full time; 2,348 others). Of this total approximately 72 percent were 
classified positions and 28 percent ungraded. The Bureau of Indian 
Affairs is the largest Bureau in the Department of the Interior. 

The operations of the Bureau are located in 17 States and the Terri- 
tory of Alaska. In many cases field operations are in remote areas 
which make for difficult recruitment and contribute to high turnover. 

Delegations of authority have been given area offices for the han- 
dling of the large bulk of personnel matters, but with few exceptions 
there has not been redelegation to agencics or local facilities. 

There are 95 approved positions in personnel work throughout the 
Bureau—18 in the Washington office and 77 in the field effices 
This is a ratio of 1 personne!] ( mplovee to 138 employee s, and is within 
the ratio of 1 to 104 approved by the Budget Bureau, Civil Service 
Commission, and the Congress, for Government agencies. The 
estimated salary cost for personnel positions for fiscal year 1954 is 


) Recommendations 

1. Greater emphasis should be ane n by the Branch of Personnel 

and the responsible progran officers to the effective place ment of 
individuals in higher level positions. 

There is a tendency on the part of the Bureau to promote individuals 
from positions where they have been performing satisfactorily to 
positions for which they do not have the qualifications 

cP The positions oO; dared directo and agency superintend nt 
should 7f at all pe ssible be filled by en pl yees havir q had considerable 
é :pervence in the Bureau 


The survey team was impressed by the need on the part of an indi- 
vidual serving as a line executive of the Bureau for a thorough knowl- 
edge of the Bureau’s operations as well as a broad understanding of 
the Indians and their problems. 


y 


» AA classification review of all SU pe / inte nde nt and area director 


positions should be made. 


These key positions in the Bureau carry with them a tremendous 
amount of responsibility. Classification grades should be made com- 
mensurate with the grades of positions having similar responsibilities 
in other Bureaus throughout the Department of the Interior and 
Federal Government. 

1, The Bureau must take AYGressive steps to insure compliance 
with the Federal Personnel Manual p. 10-WI-6) and the Bureau 
ile morandum dated Nowe mber 19, 195 ,, both having to do with wage 
rate studi S and fia ing of wage rates. 


The survey team found several instances in the field where Bureau 
emplovees were conducting wage studies often duplicating work per- 
formed either by other bureaus of the Department or other depart- 
ments of the Federal Government, within the same area. 
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E ree pt where there is clear justification due to a labor shortage, 


ects of immediate families : should not be employed 4 mn positions 
having administrative relationships to each other. 


The survey team appreciates the necessity for employment of man 
and wife in remote locations. However, specific cases were found 
where this justification was lacking. 

6. The Bureau should partici pate to a greater extent in the de part- 


mental management training program and the appointment of junior 
management a ssistants. 


There is an obvious need at the present time and for some time to 
come for persons having the background and training to assume 
executive level positions. 

Management Planning 
(a) Scope of activity 

The Branch of Management Planning in the Administrative Divi- 
sion is made up of eight employees, all in the Central Office. The 
budget allocation for the current fiscal year is $45,120. 

The work of this Branch has been primarily concerned with the 
preparation and issuance of the Bureau manual. The survey team 
found that the manual was well accepted by field personnel and 
proving to be most useful. 

This Branch deals with staff coordination and followup of the 
Indian Affairs Manual, delegation of authority, proposed regulations, 
reports control, and incentive awards; conducts organizational, pro- 
cedural, and staffing studies as assigned. 


(b) Recommendations 


1. The Branch of Management Planning be removed from the 
Administrative Division and should be made a staff unit of the 
Commissioner’ s office and the designation of that unit should be 
changed to Office of Manage ment Research. 


The survey team believes that this action is necessary in order that 
the Commissioner and the three Assistant Commissioners may have 
more direct access to the services of the group. Management Research 
is more nearly an accurate description of functions than Management 
Planning. 


2. The Director of the Office of Management Research should have, 
in addition to h is prese nt re sponsibilitie 8, Supe rvision over the follow- 
ing activities: 

(a) The re vie Ww, control, and coordination of all re porting 
activities of the Bureau. (See section on reports.) 

(6) The gathering and prese ntation of statistical information 
required by the Commissioner or his assistants. 


Because this activity is so closely related to reports, 
and because there does not now exist in the Bureau a 
central statistical unit, the survey team recommends the 
placing of this activity in this office. 

(c) The information and public relations activities of the 
Bureau except those specifically delegated by the Commissioner 
to a personal assistant. (See section on public relations— 
information.) 
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18. Branch of Budget and Finance 
(a) Sco pe of activity 


The Branch of Budget and Finance is responsible for management, 
supervision, and coordination of all budgetary and fiscal operations of 
the Bureau. 

The Budget and Finance staff for 1954 is made up of 340 positions, 
including 32 budget positions, 306 finance positions, and 2 general 
supervisory positions. There are 15 budget positions in the central 
office and 17 in the field, all at area offices. The central office finance 
staff has 34 positions; there are 272 finance positions at area offices and 
2 positions at field units. Total salary costs for the Branch for 1954 
fiscal vear are estimated as $1,376,620. 

b Recomme ndations 

1. The Commissioner and Secretary should exert eve ry in fluence 
possible to obtain congre ssional approval for greater fle ribility in the 
USE of funds within each of the five appropriations of the Bureau. 


In the opinion of the survey team the rigidity of the use of funds 
within the budget structure seriously hampers progress of the Bureau 
in realizing its objectives in many activities. Within the appropria- 
tion for ‘‘Resources,”’ for example, some transfer should be permitted 
between activities when, in the opinion of the Commissioner and 
Secretary, such adjustments may be justified. 


2. Instructions to the field for preparation of budget requests and 
justifications should not be issued except through the established 
channel provided by the Branch of Budget and Finance. 


‘The survey team found evidence in the field that program officers 
are in some cases issuing instructions supplementing those issued by 
Budget and Finance. 


5 Monthly trial balanee re ports from area office § to Washington 
should he discontin ued. 


These reports are voluminous and appear to serve no real purpose. 
They have been discontinued in some areas and should be in all. 


1. Continued attention and study should be given by the Bureau 
in appropri tation requests and qusti fications to provide an increase 
in related adm inistrative ope rating funds commensurate urith any 
increase IN program funds allowed by the Congress. 


The Bureau has experienced considerable difficulty in the past 
through an increase by the Congress of program funds without the 
essential increase in related administrative funds. 


5. The survey team recommends that within a year the Bureau 
request a business-machines firm to make a survey of the accounting 
system. 


Considerable attention was devoted to the Bureau’s accounting sys- 
tem because of the proportionately large number of employees working 
in this activity at both the Washington and area levels. The present 
accounting system has been in operation approximately 1 year, which 
is not long enough to permit an adequate appraisal of its effectiveness. 
It appears that on the whole the present system is a considerable 
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improvement over past practices when there was no real cost accounting 
in the Bureau. There are indications that the present system re- 
quires too fine a breakdown in cost accounting. The cost of obtaining 
considerable data may be disproportionate to its real value. One 
possible improvement considered by the team was centralization of 
accounting, vouchering, payroll, ete., in a centrally located field office 
and the use of machines. Under certain conditions such machine 
operations can effect substantial savings in personnel and funds, and it 
is believed that the extra speed of the machine operations would offset 
the additional distance factor. The team, therefore, recommends 
that every effort be made to iron out the current problems that pre- 
vent maximum efficiency under the present system; and that, when 
this has been accomplished, the survey be requested. 

19. Branch of buildings and utilities 

(a) Scope of activities 

This Branch deals with all problems growing out of the design, con- 
struction, and maintenance of buildings and utilities required to carry 
out the Bureau’s programs. These services provide for new construc- 
tion, additions and improvements to existing facilities, maintenance of 
some 9,000 buildings containing approximately 22 million square feet 
of floor space, and operation and maintenance of utilities serving them. 
The total evaluation of buildings, exclusive of utilities, is in excess of 
$150 million. The Washington staff includes specialists in architec- 
tural design, structural, electrical, heating, and sanitary engineering, 
and specification writing for projects to be constructed by contract 
or force account. In addition, this staff furnishes guidance to, and 
reviews the work performed by, private architects and engineers re- 
tained by the Bureau. After projects are underway, this Branch is 
responsible for expediting and coordinating the work and providing 
inspections to see that the Government obtains the quality of work 
specified. It also prepares determinations on disputes, claims, and 
other matters relating to construction contracts. 

The largest program underway is construction of schools, hospitals, 
housing, ete., in connection with the Navaho-Hopi long-range program. 
Twelve major projects for this program costing approximately 
$7,156,000 were under construction in 1953. Five of these projects 
costing approximately $2,400,000 were completed in 1953. The 
second largest program is in Alaska, where a 400-bed hospital, together 
with an employees’ quarters building, were completed in 1953, and 
facilities for a 60-bed hospital at Bethel and other projects are under 
construction. 

The 1954 program consists of 47 major projects and many minor 
projects, totaling $9,189,250. Of this total $6,756,000 is for the 
Navaho- Hopi program and $1,317,250 is for Alaska Native Service 
programs. The 1954 appropriations of $8,369,000 for construction 
of buildings and utilities provides funds for 143 permanent positions 
of which 32 are in the Washington office; also 236 man-years of inter- 
mittent employment in the field on construction projects. The 1954 
appropriation of $1,862,374 for maintenance of buildings and utilities 
provide funds for 171 permanent positions, of which 10 are in the 
Washington office; also 81 man-years of intermittent employment in 
the field for maintenance work. 
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(6) Reeommendations 

1. Jt a recommended that the Wash'ngten Branch of Buildings 
and Utilities be discontinued, that building design and construction 
be climinated as direct functions of the Bure au, and that the re main- 
ing functions of the Branch be absorbed hy the Branch of Properly 
and Supply. 

Since authority to approve all major repairs and improvements as 
well as maintenance expenditures has been delegated to the area 
offices, the duties of the present Washington staff relate primarily to 
the design and construction of new buildings. The team was informed 
that many so-called “standard plans” for schools, residences, and other 
tvpes of buildings have been developed and are widely used for new 

buildings This pre ictice should be continued. 

The team understands that some new design work is done by con- 
tract and the remainder by Bureau personne i It is beheved,. however, 
that in all new work and wherever it is necessary or desirable to make 
a major deviation from the standard plans, the design and preparation 
of plans and specifications should be done by contract——preferably by 
architects located in the area of new construction. The use of stand- 
ard plans and the contracting of other design work would result in 
substantial reduction of the present staff. 

The team understands that practically all actual building-construc- 
tion work is now done by contract and endorses this procedure. 

2. A small construction staff to serve the entire Bureau should be 
located in Gallup, N. Mez.., to perform the following functions: (1) To 
assign and adapt standard plans; (2) to review plans pre pared under 
contract; and (3) to assist in the preparation of the annual budget. 


Since practically all new construction work now under way or 
contemplated is in the Navaho-Hopi area, and to a lesser extent in 
Alaska, it is believed that the Bureau’s construction staff should be 
located in Gallup, N. Mex., where it would be close to the scene of 
operations. Office space would be available in Gallup if the Window 
Rock area office, which now occupies much space in Gallup, is con- 
solidated with the Albuquerque area office, as recommended by the 
survey team. Some consolidation of the present construction per- 
sonnel in Gallup and the new staff could also be effected. 


3. One or two staff officers in the construction field could be retained 
in Washington as deemed necessary by the Commissioner. 


The Commissioner may find it desirable to retain in Washington a 
small liaison staff to advise him on construction matters. 


4. Only maintenance personnel should be retained at the area- 
office level. The present construction responsibilities of the area 
offices should be assumed by the new construction office recommended 
Jor establishment in Gallup. 


There is not sufficient construction work under way or contem- 
plated in areas other than Navaho-Hopi and Alaska to justify the 
continuation of construction men at the area offices. What little con- 
struction there is could be supervised by personnel from the Gallup 
office. 

The maintenance personnel at the area office would be in the Branch 
of Property and Supply. 





SURVEY REPORT ON THE BUREAU OF INDIAN AFFAIRS 47 


Because of distance and amount of construction work, the Juneau 
area office might be a justifiable exception to this recommendation. 


5. It is recommended that authority be delegated to field officers in 
charge to approve change orders up to $1,000 each wherever possible 
on contract work now under way, and that such a provision be in- 
cluded in all future contracts. 


The team understands that such delegation is not possible under 
certain existing contracts but believes that it would be desirable 


It is recommended that renewed efforts be made to obtain ade- 
quate appropriations for maintenance and repair. 


Information supplied to the team, augmented by observations dur- 
ing the field trip, indicates the existence of a serious undermaintenance 
condition of buildings and other facilities as a result of lack of appro- 
priation of sufficient funds. A continued lack of ordinary mainte- 
nance will result in the early need for new facilities at a cost many 
hundreds of times the amount needed to properly maintain the present 
facility in a usable condition. 

20. Property and supply 
(a) Scope of activity 

The Branch of Property and Supply is responsible for activities 
relating to property acquisition, distribution, storage, utilization, and 
disposal; records management; provides office services for the central 
office; and maintains liaison with the General Services Administration 
and other outside agencies. 

The Branch of Property and Supply has a total of 185 positions at 
an estimated salary cost for the fiscal year 1954 of $714,609. 


(6b) Recommendations 


1. It is recommended that the imprest fund be used throughout the 
Bureau wherever small purchases are made. 


The survey team found the imprest fund procedure in use in some 
places, being considered in others, and frowned upon in still others. 
The use of the imprest fund results in substantial savings and it should 
be utilized wherever small purchases are made. 

2. It is recommended that there be marimum pooling among 
branches of automotives, trucks, and maintenance and construction 
equipment. 


While it is recognized that Bureau policy calls for the pooling of 
automotive equipment, and that this is now in effect in some places, 
the team found that it is not being done throughout the service. The 
team believes that some savings can be accomplished through further 
pooling of equipment. 


9 


3. The Bureau should attempt to concentrate heavy equipment of 
the same make in localities where parts are not readily accessible. 


The survey team found a variety of makes of heavy construction 
equipment at all field stations. It is recognized that this results from 
competitive bidding on supplying such equipment to the Government 
to which the team has no objection. However, it is believed that 
efficiency could be increased and savings effected if the Bureau would 
assign heavy equipment of the same make to those agencies which do 
not have ready access to dealers and suppliers. This would permit 
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smaller inventories of parts and more interchange of parts among 
vehicles. Different makes of equipment would, of course, be used 
in different areas. 

4. No CONVE rtible automobile S should be ope rated by the Bureau. 


The survey team believes that the use of convertibles by the Bureau 
as Official cars creates a very unfavorable publie impression. This 
bad effect upon public relations far outweighs any savings which 
mav result from the fact that the convertibles are confiscated vehicles 
and therefore obtained at low cost. 


5% The Bureau should formulate md de neral policy governing the 
assignment of Government quarters to en ployee S. 


The team found some evidence that quarters are now assigned on 


the basis of “the man who screams the loudest gets the house.’’ While 
it is recognized that the varied re on different reservations 
may require different procedures, it is believed that a general set of 


eround rules would improve morale, facil itate recruitment, and result 
better employee re Jations 


6. It is recommended that the Bureau discuss with the Bureau 
oO} the Budge t and the ( ‘onare SS the possibility ofn aking ad perce ntlage 
of quarters deductions available for maintenance of quarters. 


The Government now makes a charge for the use of Government- 
owned quarters in the form of a deduction from the employee-occu- 
pant’s salary. The total of all quarters deductions is eliminated in 
advance from the appropriations to the Bureau for personal services. 
The funds for maintenance of quarters are not earmarked, but are 
included under the heading of “Maintenance of buildings and utili- 
ties.” Thus there is no relationship between the amount charged 
the employee for quarters and the amount spent on maintenance of 
the quarters. 

The surve y team believes that a percentage of the quarters deduc- 
tions should be appropriated to the Bureau and earmarked for the 
maintenance of quarters. It believes that such a procedure would 
result in more regular and more adequate maintenance and that it 
would be fairer to those many employees who are now paying standard 
rentals but not receiving commensurate return in the form of upkeep 
and maintenance. The Bureau would, of course, be accountable for 
the proper use of such funds. 


7. The accountability for postage should be held within reason. 


While recognizing that some accountability for postage stamps is 
necessary, the team found that it has been carried to an unreasonable 
degree in some instances, as for example, where a typewritten list is 
kept showing the name and address and amount of postage on each 
letter. The cost of keeping such a list of 3-cent expenditures would 
exceed the cost of the stamps used. It is betieved that a less detailed 
accounting would adequately protect the funds involved. 


8. It is recommended that where net savings to the Government 
would result, the Bureau discontinue operation of laundries, power- 
plants, telephone systems, dairy herds, garages, and similar ventures 
and execute contracts for these types of service. 


The survey team commends the Bureau for the moves which it has 
made in this direction and believes that further savings can be 
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accomplished through additional contracts. The use of these opera- 
tions in the training of Indian students should be considered in a 
realistic manner. 


9. The Bureau should review and simpl fy the procedure now 
used for the disposal of surplus buildings. 


The team was informed that at 1 agency there are approximately 
100 surplus buildings for which the Bureau has no use but for which it 
remains responsible. It is understood that under the present pro- 
cedure it takes a year to dispose of buildings through the General 
Services Administration. The team believes this procedure could be 
simplified and expedited. 


Ill. Errectinc THE RECOMMENDATIONS 


In order to effect its recommendations as expeditiously as possible, 
the survey team urges that the following steps be taken: 

1. After review by appropriate officials of the Department, the 
report should be officially transmitted to the Commissioner of 
Indian Affairs with an accompanying memorandum stating the 
extent to which the report is approved. 

2. In the memorandum of transmittal the Bureau should be 
urged to designate within 20 days one or more special assistants 
to be responsible to the Commissioner for the effectuation of the 
approved recommendations. 
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EXHIBIT A 


DEPARTMENT OF THE INTERIOR, 
OFFICE OF THE SECRETARY, 
Washington 25, dD. ss October é, 1953 
Memorandum. 
To: Survey team members. 
From: Assistant Secretary Lewis 
Subject: Survey of the Bureau of Indian Affairs. 
There is hereby created a survey team composed of the following members 
(biographical sketches attached) 

Mr. Walter Bimson, consultant. 

Mr. J. R. Johns, consultant. 

Mr. Robert Lutton, consultant. 

Mr. Lawrence Stevens, technical review staff. 

Mr. George Abbott, technical assistant, House Interior and Insular Affairs 
Committee. 

Mr. Newton Edwards, staff assistant to Assistant Secretary for Public Land 
Management. 

Mr. Bimson is designated to serve as chairman of the survey team and Mr 
George Robinson will serve as secretary. This study will be initiated October 12, 
1953 

The survey team shall investigate, analyze, and present recommendations 
concerning the organization and operation of the Bureau of Indian Affairs in 
Washington and the area and field offices. 

The purpose of the survey is to make recommendations for improving the 
administration of the Bureau of Indian Affairs. Particular study should be 
given to the following 

1. The organizational structure of the Bureau for the central, area, and field 
offices 

2. The operating policies, standards and procedures including staffing, budget 

and fiscal control, and other staff services; 

3. The delegations and redelegations of authority; 

1. The legislative authority for programs of the Bureau. 

The survey team is requested to give special attention to the status and develop- 
ment of programs for the Indians to take over responsibility for their own affairs, 
and the relation of the Indians to State and local governments. 

The team shall also take into consideration any recommendations previously 
made by various organizations and agencies which the team deems pertinent. 
Consideration should also be given to reports of congressional appropriation 
committees for fiscal vear 1954 

The report of the survey team shall be submitted to the Assistant Secretary 
on or before January 15, 1954. The survey team is not authorized to take any 
action to carry out its recommendations 

ORME LEwIs, 
Assistant Secretary. 

Approved: October 5, 1953. 

Raupu A. Tupor, 
Under Secretary 
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BIOGRAPHICAL SKETCHES 


Walter Reed Bimson: Banker: born Jerthoud, Colorado, April 25, 1892: son of 
A. G. and Margaret (Eichmar Bimson; student University of Colorado, 
University of Chicago; married 2d, Nancy Johnson, January 21, 1938; children by 

previous marriage Lloyd \ i | arl I With the Berthoud (¢ olorado Natio al 

Bank, 1912-16, and the Harris Trust & Savings Bank, Chicago, 1920-33: 

president Valley National Bank, Phoenix, since January 1, 1933; director 

Valley National Co Director, Los Angeles branch Federal Reserve Bank, 

San Francisco. Served in U. S. Navy, 1917-18. Member Phoenix Chamber 

Commerce, American Bankers Assn., Small Business Credit Commn Chair- 

man, Board of Regents, University and State Colleges of Arizona. Chairman, 
Greater Arizona, Ine. Clubs: Arizona, Phoenix Country, Los Angeles Country, 
Saddle and Sirloin. Home: Penthouse, Security Building. Office: Valley 
National Bank, Phoenix, Arizona 

J. R. Johns: Business executive; born Tennessee, December 15, 1905 Graduate 
Bethel College. Dept. Mgr. Sears Roebuck, Memphis, Tenn.; Personnel Dept 
Chicago; Operating Superintendent, Dallas Mail Order Plant; Merchandising 
Training, Dallas. Home, Dallas, Texas 

Robert D. Lutton: Business executive; born Clifton, Illinois, August 20, 1899; 
son of Robert L. and Isabel (Didama) Lutton; married Dorothy E. Frank, 
May 17, 1924. President and director Kirby Lumber Corp., Santa Fe Land 
Improvement Co., Chanalor-Western Oil and Development Co., Coline Oil 
Corp., Coline Gasoline Corp., Oil Development Co. of Texas, Lone Star Town- 
site Co., Los Angeles Union Stock Yards Co., Central Mfg. Dist., Inc., West- 
land Warehouses, Inc., Met. Warehouse Co., Oklahoma. Land and Improve- 
ment Co., So. Improvement Co., Cherokee & Pittsburg, Coal & Mining Co 
and Los Angeles Corp. Address: Railway Exchange Building, Chicago. 

Lawrence N. Stevens: Technical Review Staff, Office of the Secretary, Depart- 
ment of the Interior. B. A. Harvard College; M.S. University of Chicago. 
Employed Department of the Interior 1940 

George W. Abbott: Counsel, Committee on Interior and Insular Affairs, U. S. 
House of Representatives. B. A. and LL. B. University of Nebraska. 

Newton Edwards: Staff Assistant, Office of Assistant Secretary for Public Land 
Management, Department of the Interior. B. A. Duke University; M. S., 
Public Administration, Syracuse University. 

George Robinson: Office of Administrative Assistant Secretary, Department of 
the Interior. B. A. University of Oregon. 
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RELOCATION 
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EXHIBIT D 


Bureau of Indian Affairs appropriations, fiscal year 1954, b 


/ 


Organizational unit 
Office of the Commissioner 
Office of the Chief Counsel 
Washington office 
Probate services 
Information officer 
Division of Community Services: 
Branch of Education 
Branch of Health 
sranch of Welfare 
Branch of Training, Placement, and Relocation 
Branch of Law and Orde: 
Division of Resources: 
Branch of Credit 
Branch of Extension 
Branch of Forest and Range Management 
Forest and range management 
Fire suppression 
Branch of Land 
Land management 
General trustee services 
Branch of Soil Conservation 
Soil and moisture conservatior 
Weed control 
Branch of Irrigation 
Maintenance 
Construction 
Branch of Roads 
Maintenance 
Construction 
Division of Administration: 
Personal services: 
Executive Directior 
Branch of Budget and Finance 
Branch of Property and Supply 
Branch of Personnel 
Branch of Management Planning 


Total personal services 
Other expenses 


Total 
Deduct lapse, quarters, and charges to program 
activities for administrative services P 


sranch of Buildings and Utilities 
Maintenance 
Construction 
Division of Program 
Office of Indian Arts and Crafts 


Total appropriation, fiscal year, 1954 


organizational 


, 000 
OOO 
OOU 
» 600 
100 


3, 053 

9 299 

119 
119 
_ OOO 


157 


413 


672 
OUU 

, 000 
OOO 
, VOO 

OOO 
_ 000 
OOO 


184 


374 
000 





